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RURAL ELECTRIFICATION ADMINISTRATION, U. S. DEPARTMENT OF AGRICULTURE 


THIS BOOK WAS GIVEN TO 


to study and to use in making 


rural electrification effective 


through cooperative action of 


farm men and women. 


A MESSAGE FROM THE ADMINISTRATOR OF REA 


Many men and women in rural America are working together 
to build successful electric cooperatives in their communities. 
Out of their practical experience have come answers to many 
questions of concern to those to whom members have entrusted 
responsibility for leadership. This “Handbook” gives all 


boards of trustees an opportunity to share that experience. 


I prefer the term “trustee” to the term “director,” because 
in a very real sense the board of an REA cooperative is per- 
forming a trust function. It is entrusted by the membership 
with the guidance of cooperative affairs between members’ 
meetings, and it administers the large sums of money which the 
Federal Government, through REA, has lent to the cooperative 


for developing a successful, nonprofit community enterprise. 


Such trusteeship, therefore, carries a double responsibility— 
to the members of the cooperative and to REA. To fulfill this 
responsibility honorably requires a knowledge of the duties 
involved, an understanding of cooperation, a willingness to 
work for the common good, and a determination to make the 
democratic method effective by means of an informed and 
active membership. A careful study of this “Handbook” will 


help board members to do a good job in carrying out their trust. 


HARRY SLATTERY, Administrator. 


Rural Electrification Administration. 
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Chapter 1 7 


THE BOARD OF TRUSTEES 


An REA cooperative, like all real cooperatives, is controlled by 
the people who are its members and use its services. The mem- 
bers select each year from the membership a small number of per- 
sons who are entrusted with the responsibility of running the 
co-op enterprise for the benefit of the membership as a whole. 
These representatives of the membership are the trustees, and 
together they form the board of trustees. 

The board does not own the co-op enterprise. It has only dele- 
gated powers and is at all times responsible to the membership. 
It is true that from the time of incorporation until the lines are 
being constructed there usually are no members except the incor- 
porators, who act as the first board of trustees. The reason for 
keeping the membership so small during the initial period is that 
it simplifies and speeds up the various legal actions which must 
be taken by the co-op to become properly organized and to qualify 
for the REA construction loan. But the incorporators know all 
along that they are acting on behalf of all of the farm families 
whom the electric system is to serve. 

The money loaned by REA is to finance the complete construc- 
tion of the system which is to provide electric service for the 
rural community, and all who use that service contribute their 
share in repaying the REA loan. They are the real owners of 
the enterprise. 

When the first annual meeting of the co-op takes place, after 
the membership has been enlarged to include all qualified appli- 
cants who can be or are being served, this first board is called upon 
to give the members a full accounting of its stewardship. Itis the 
members’ responsibility to pass upon the reports of the officers 
and of the management, and it is their right to request full infor- 
mation on any matters concerning the management and operation 
of the enterprise. 


The terms of office of the original trustees terminate with this 
first annual meeting. At that time, the members are called upon 
to elect a board for the following year, keeping in mind the desir- 
ability of widespread geographical representation of the mem- 
bership on the board. If the trustees have performed their trust 
function conscientiously and effectively, a number of them are 
very likely to be reelected, provided that they are willing to serve 
another year. 


Rotation in Office Desirable 


It is generally desirable to have some experienced trustees on the 
board at all times. There is no reason for electing an entirely 
new board unless the members are convinced that it is necessary 
for the good of the co-op. However, it is not good practice to 
reelect the same board year after year. The more members get 
the experience of service on the board, the better it will be for the 
co-op asawhole. Even trustees whom many members might con- 
sider indispensable will do their cooperative a service by refusing 
to serve on the board more than 2 or 3 years consecutively. 

Anyone who has done a good job likes to know that his efforts 
are appreciated. This holds true for paid employees but even 
more for persons donating their services for the good of their 
neighbors and the community. Good cooperators should never 
hesitate to give credit where credit is due. And the best time 
and place for giving public recognition to the sincere efforts of 
trustees and other deserving members, as well as of helpful com- 
munity leaders, is at the annual meeting. It is one of the pleas- 
anter responsibilities of the chairman to make sure that this is 
done. 

The size of the board of an REA co-op is important. [If it is 
too small, it is likely to concentrate power and responsibility into 
the hands of too few people besides depriving the membership of 
adequate area representation. If it is too large, it becomes 
unwieldy. In either case, there is danger that the best interests 
of the co-op will not be served. 

REA’s experience indicates that a board of nine trustees is 
large enough to give adequate representation to the membership 
on a geographical basis and to make possible a distribution of 
work among the trustees so that no one trustee needs to be over- 
burdened. A board of nine is also small enough to get together 
readily, to sit around a table, and to reach decisions within a 
reasonable time without depriving any trustee of the opportunity 
to have his say. 
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QUALIFICATIONS OF TRUSTEES 


In addition to the formal qualifications stated in the bylaws there 
are certain personal qualities that are of importance. A good 
trustee must be a person of good reputation in his community. 
He must be conscientious and reliable. His outlook should be 
progressive. He should understand the needs of rural people. 
If he is not interested in the improvement of rural life, he does 
not belong on the board of an REA co-op. If his mind is not 
open to new ideas, he is a liability rather than an asset. 

While it is desirable to have on the board a few trustees with 
some general business experience, it is even more important that 
each trustee possesses good common sense and sound judgment. 
He should be a real cooperator, willing to learn all he can about 
cooperation and about cooperative methods and practices, so that 
the co-op may receive the benefit of his knowledge and attitude. 
He should have a mind of his own and be willing to stick up for 
what he knows is right, but he should be able to get along with 
others and should not disagree or criticize merely for the sake 
of being different. 

He should be willing to devote a reasonable amount of time 
and effort to his duties without money compensation, and should 
have enough enthusiasm for the REA program to be interested 
in informing his neighbors and the community about the benefits 
it offers. He should himself make all possible use of electricity 
in his own home and on his farm, and thus set an example for his 
neighbors to follow. 


Women Board Members 


REA favors the election of both men and women to a board of 
trustees. Farm women are vitally interested in rural electrifica- 
tion, because of its specific benefits to them, and they can often 
make a real contribution to the effective development of an REA 
co-op. An electric distribution enterprise is not merely a busi- 
ness but an important and progressive community service, and 
as such needs the women’s point of view. 


DUTIES OF TRUSTEES 


The board is charged by the membership with the responsibility 
of seeing to it that the enterprise is conducted in a businesslike 
way and as a real cooperative. But the trustees, giving their 
services without pay and meeting as a rule only once a month, are 
not expected and should not attempt to manage the enterprise 
themselves. 


The board has the duty of selecting a capable superintendent 
or manager, who is the paid executive of the co-op and should do 
the actual job of managing. His appointment is subject to REA 
approval during the life of the REA loan. He, in turn, should 
hire, with the board’s approval, any additional employees needed, 
and these should take their orders only from him in order to cen- 
tralize responsibility. 


Line of Authority 


Thus, we see that the line of authority goes from membership to 
board, from board to manager, from manager to employees under 
him. And, reversely, the employees are responsible directly to 
the superintendent or manager, who is responsible to the board 
as a whole, which in turn is responsible to the entire membership. 
Much confusion and irritation can be avoided if these lines of 
authority and of responsibility are kept clearly in mind at all 
times. 

Professional consultants, such as a project engineer or a project 
attorney, are engaged directly by the board. However, their 
employment is subject to approval by REA, since incompetence 
or bad judgment on their part might seriously endanger REA’s 
investment. In selecting a professional consultant, the board 
should make sure that he understands and is sympathetic to the 
kind of enterprise he is to work for. 

This is particularly important in the case of the legal adviser. 
A typical corporation lawyer who has had no experience with the 
cooperative form of enterprise and is unwilling to bother learn- 
ing about it and to adjust his thinking to conform to the spirit of 
democratic control, is likely to prove a disrupting influence rather 
than a real help, regardless of how well he knows the law. 


Varied Responsibilities 

It is the function of the board to supervise the activities of the 
REA co-op, the operation of its business as well as the member- 
ship activities; to give necessary instructions to the management 
by means of appropriate resolutions and to make certain that 
they are carried out properly ; to protect the interests of the mem- 
bers; to authorize necessary expenditures; to make sure that all 
persons handling co-op funds or signing checks are adequately 
bonded; to make policies and to establish rules and regulations, 
in addition to the bylaws, as considered necessary or desirable 
for the good of the co-op; to act as a planning body and to make 
recommendations to the membership; to carry out or supervise 
the carrying out of the wishes of the membership as determined 
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by discussion and members’ vote at the annual or special mem- 
bers’ meetings. The board also is responsible for building and 
maintaining good public relations. 

In order to perform their function properly, trustees must 
meet whenever the business of the co-op requires it. This means 
normally one regular board meeting each month. Special board 
meetings may be necessary occasionally but should be kept to a 
minimum. 

In addition, trustees are expected to give some time to the work 
of committees, to make themselves familiar with co-op practices 
and methods and with the details of operation of the REA co-op, 
to organize and conduct group meetings, to explain the local REA 
program to various community organizations. A trustee who 
attends board meetings only rarely is not fulfilling his obligation 
and should resign without being asked, so that his place may 
be taken by a member who is willing to devote the necessary time 
to the task. 


ELECTED OFFICERS 


In an REA co-op, the officers are elected by and from the board 
of trustees at the first board meeting after each annual meeting. 
They serve both as officers of the co-op and as officers of the board. 
The officers are a president, a vice president, a secretary, and a 
treasurer. The offices of secretary and of treasurer may be held 
by one person, but unless that person can devote more than the 
usual amount of unpaid time to the co-op’s business it is better 
to have each office held by a separate person. The board may 
remove any officer for cause at any time. 

These elected officers are expected to serve without pay. It 
is assumed that persons willing to accept positions as trustees 
and officers of an REA co-op are moved only by a desire to be of 
service to the rural community. They are honored by the confi- 
dence of their fellow members in their ability and integrity. 
Their reward lies in the knowledge of being thus honored, and in 
the satisfaction that comes from service in a great public enter- 
prise and from being helpful to one’s neighbors. Unless the lead- 
ers themselves set an example of public-spirited, unselfish service, 
the rank and file of the membership will fail to develop the coop- 
erative spirit that is essential to success of the enterprise. 


Duties of Officers 

The officers are directly responsible to the board of trustees as a 
whole. The duties of each officer are outlined in a general way 
in the bylaws. Additional duties or responsibilities may be 
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assigned by the board to any officer. However, it is not intended 
that officers should perform clerical work that can more effec- 
tively be done by paid employees under the direction of the man- 
ager. The functions of officers are essentially of a trust nature. 
If this distinction is kept in mind, there will be few occasions for 
an officer to be overburdened with time-consuming office work. 

The officers have no more right than the other trustees to give 
orders to the manager or any member of his staff. Any orders 
to the manager should come from the board as a whole, and should 
be transmitted to him by the president or secretary of the board. 
The board may prescribe policies and regulations by which the 
manager is to be governed in the operation of the enterprise. But 
all such rulings of the board should be put in writing, and should 
be assembled in one place for ready reference. Of course, the 
board should not make any regulations that would interfere 
unduly with the executive functions of the superintendent or 
manager. 


The President 

The president is the presiding officer of the board as well as of 
the co-op as a whole. He usually acts as chairman of all mem- 
bers’ and board meetings. He should therefore be familiar with 
the basic rules of parliamentary procedure which one must know 
to be able to conduct a meeting in orderly fashion and to make 
sure that the actions taken at the meeting are valid. 

The president should be a good leader, but not a dictator. It is 
his job to conduct the meeting without waste of time, but he 
should show respect for the opinions of others and should give 
ample opportunity for a thorough discussion of all important 
matters. 

His task as chairman is to guide discussion so that it will lead 
to considered action by the board as a whole and to act as concil- 
iator when disputes arise. The president also acts as general 
coordinator of the board’s work and performs other duties as 
indicated in the bylaws or as directed by action of the board. 
Since the vice president takes over the president’s duties in the 
latter’s absence, the same qualifications should also be considered 
in electing a vice president. 


The Secretary 

The secretary should be a person with a fairly good memory, an 
orderly mind, a habit of accuracy, and reasonably good at writing 
and making notes. While the writing up of minutes of board and 
members’ meetings may be done by a paid employee, it is the sec- 
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retary’s duty to certify to their correctness. The secretary must 
also assume responsibility for the correctness of other clerical 
work which is done for him by paid employees. 


The Treasurer 


The treasurer is responsible for the funds and securities of the 
cooperative, for the proper deposit in the bank of all money and 
checks coming in, and for all expenditures from the funds of the 
cooperative, whether they are made from membership funds, con- 
sumer deposits, loan funds, or revenue. 

It is customary to require the treasurer’s signature on all checks 
issued by the cooperative, except where the board, by special 
resolution, expressly provides otherwise. 


Must Watch Expenditures 
The actual job of keeping the financial records is done by the 
bookkeeper under the direct supervision of the superintendent 
or manager, and it is customary for the latter to take care of 
depositing the incoming funds. However, this does not relieve 
the treasurer of his responsibility to the board and to the mem- 
bers of the co-op. He should make sure that all monies are prop- 
erly deposited and that no funds are improperly expended. 
The treasurer should be a person who is reasonably good at 
simple arithmetic, is familiar with ordinary banking procedure, 
knows a little about bookkeeping, is absolutely honest and will 
not sign a check until he has satisfied himself that the payment 
is justified and authorized and that the amount is correct. 


COMMITTEES OF THE BOARD 


Committees play an important part in every well-functioning 
co-op. Some committees are only temporary; others have a con- 
tinuing function. Some can and should draw on the membership 
at large; others are concerned more particularly with the duties 
of the board and management. Some of these committees will 
be discussed later. But at this point consideration will be given 
to several important continuing committees of he board. 
Examining Committee 

REA co-op bylaws generally require that the accounts of the co-op 
shall be examined at least four times a year by a committee of 
the board. This examining committee should consist of three 
trustees, but should not include the treasurer or the president. 
Its job is to make sure that the books are kept properly, that they 


are up to date, that they balance, and that the cash on hand and 
in the bank checks with what the books show. It should also 
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check into the procedure used in collecting monies, making depos- 
its, and paying out monies. 

This committee is not acting in the capacity of expert account- 
ants and is not expected to make a complete audit of the books. 
Its function is rather like that of an owner of a business who 
wants to make sure that all financial transactions are properly 
handled and recorded. The committee should make its report 
to the board in writing. The report should include any recom- 
mendations the committee desires to offer for changing or improv- 
ing procedures concerning the collecting and handling of money 
in line with REA recommendations. 


Membership Committee 

Every REA co-op board needs a membership committee whose 
duty it is to check into the qualifications of all applicants for mem- 
bership and to recommend at each board meeting the acceptance 
of all qualified applicants to whom service can be extended. This 
committee should consist of at least two trustees, with the super- 
intendent or manager acting in an advisory capacity. 

It is part of the job of this committee to make sure that an 
applicant has made proper application in writing, has given the 
necessary right-of-way, and has paid his membership fee before 
he is accepted as a member, and that he has complied with all 
membership requirements before he receives electric service. 

This membership committee of the board is not identical with 
the membership committee of the entire co-op whose function it 
is to interest unserved farm families in becoming members of the 
REA co-op. However, the same chairman can properly head 
both if he has the necessary organizing ability and initiative. 


Safety Committee 

The prevention of accidents is a matter of grave importance to 
every REA co-op. Proper safety measures not only protect 
human lives but also keep down the cost of insurance, which is 
an important item in the budget of an electric co-op. 

Therefore, the board is advised to set up a safety committee, 
consisting initially at least of one trustee, the superintendent 
or manager, and another employee. 

Membership on the committee should be rotated from time to 
time, so that all technical employees and more than one trustee 
will get their turn. The specific duty of this safety committee 
of the board should be to make a careful study of safety measures 
and practices applicable to the REA co-op enterprise, to submit 
detailed recommendations to the board for approval, and to take 
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all necessary steps to carry out the approved program. The REA 
safety director will be glad to provide such committees with study 
material and to give specific advice on special problems. 


Credit Committee 


Under section 5 of the Rural Electrification Act, the Congress 
has given authorization to the Administrator of REA to make 
loans to REA co-ops for financing the installation of wiring, 
plumbing, and electric appliances and equipment on consumers’ 
premises. Since the co-op is responsible for the repayment of 
these loans to the Government, it is necessary for the board to 
set up a credit or finance committee to pass on the applications of 
consumers for such financing. 

The credit committee usually consists of three members, of 
whom at least one is a trustee. It meets whenever necessary, 
usually at the request of the manager. In considering loan appli- 
cations, it should keep in mind that the object of these loans is to 
encourage the use of electricity. If the applicant is of sound 
standing in the community, he should be given every considera- 
tion in determining his acceptability as a credit risk. 


Committee on Expansion 


Since REA loans are made from public funds, and the purpose 
of the program is to make electricity available to as many rural 
families as possible, REA co-op boards should improve and 
expand the electric distribution system as rapidly as it can be 
done without endangering the financial soundness of the enter- 
prise. The job is not complete until every rural family that 
wants electric service and is willing to pay for its use has been 
connected to the line. Therefore, every REA co-op board whose 
system is potentially capable of expansion needs to have a con- 
tinuing committee to give its attention to that problem. 

This committee carries on a continuing study of the system 
with regard to area coverage. It recommends to the board the 
development of feasible extensions within the existing system 
and looks into the feasibility of extending the co-op lines into 
adjacent areas. 

While a thinly populated section or a section with very low 
cash income may not prove suitable as part of the original] devel- 
opment, its inclusion in the system may become feasible when the 
co-op has learned to operate efficiently and economically, to 
decrease its cost of line construction and of the various types of 
service connection and to use the self-help technique wherever 
practicable. 
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Chapter 2 


CHARTER AND BYLAWS 


Every trustee of an REA co-op should understand the legal basis 
of his organization and familiarize himself with its bylaws. Any 
changes in charter or bylaws that might be considered desirable 
for the co-op are usually initiated by the board of trustees, which 
then makes suitable recommendations to the membership. 


THE CHARTER 


The charter or, as it is usually called, the articles of incorporation, 
gives the cooperative its legal existence and protects the members 
against individual liability for the debts of the co-op. If incor- 
poration is possible under a good cooperative law, the charter can 
be rather brief. If there is no satisfactory cooperative State 
law the essential cooperative features of the organization should 
be embodied in the charter. 

The REA legal staff has made a careful study of the laws 
of the various States and has prepared for each State the form 
of charter most suitable for REA co-ops in that State. If any 
REA co-op considers it desirable to amend its charter, the REA 
legal staff will be glad to give advice and assistance. However, 
amending a charter is often not a simple matter and may involve 
considerable expense to a co-op. It should, therefore, not be un- 
dertaken hastily without very careful prior consideration. 


THE BYLAWS 


The bylaws are the real working rules of a co-op. They are, in 
effect, the “Bill of Rights” of the members. 

It is possible for an organization to have very brief bylaws, 
skeleton form, but such are not desirable in an REA co-op because 
they are a very poor guide for the actions of a board or of 
a membership. 
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Know Your Bylaws 


It is desirable that the bylaws be sufficiently detailed and also that 
each member have a copy, so that he will know his rights and re- 
sponsibilities. Otherwise the result is likely to be an undemo- 
cratic organization with the members shut off from active control 
and suspicious of the board and of the management. Such a situ- 
ation usually leads to factionalism and quarreling that will prevent 
a co-op from being really effective. 

The form of bylaws now recommended by REA is intended to 
provide for all of the normal functions of an electric co-op. Its 
provisions are the result of the cumulative experience of hundreds 
of electric co-ops all over the country and of REA’s own experi- 
ence over several vears of working with these co-ops. These 
bylaws form a fairly long document, but they all deal with mat- 
ters which the members will want to know about. 

Because of differing laws in the different States, the bylaws 
recommended by REA are not entirely uniform for all States. 
However, if your own bylaws differ in any essential respect from 
the form here discussed, it will be well for you to find out whether 
they cannot be improved under the present law of your State. 


Membership 


The bylaws state what one must do to become a member. The 
applicant must sign an application form in which he declares that 
he will purchase electric energy from the co-op when it is avail- 
able, and that he will abide by the rules of the co-op. He also 
must pay the membership fee specified in the bylaws. 

The application can be a joint application, signed by a husband 
and his wife, for a joint membership which will make it possible 
for the wife to vote at members’ meetings if the husband is unable 
to do so. A joint membership is really a family membership. 
Since the entire family benefits from membership in an REA 
co-op, it is important to encourage joint memberships as much as 
possible. 

No applicant is a member until he has been officially accepted. 
This is normally done at board meetings. However, if the board 
refuses to make a qualified applicant a member, the bylaws pro- 
vide that the members shall consider his case at the next members’ 
meeting. This is strictly in accordance with democratic prin- 
ciples. If the members consider the applicant ready and able to 
meet the necessary requirements, and if service can be extended 
to him without excessive cost to the co-op, they may vote him 
into membership. 
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The bylaws also provide that each member shall be given a 
membership certificate and a copy of the bylaws. They clearly 
state that members are not individually liable for the debts of the 
co-op. They give the board the right to expel, by a two-thirds 
vote, a member refusing to comply with the co-op’s rules, but give 
an expelled member the right to appeal to a members’ meeting. 
The membership fee is not to be refunded on termination of 
membership, unless the bylaws provide so specifically. 


One Member, One Vote 


A member owning several properties may receive more than one 
service connection by paying a small special fee for each addi- 
tional service connection requested. However, regardless of the 
amount of electricity a member uses, or of the number of services 
he pays for, he has only one vote. This vote should be cast in 
person, but some bylaws and some State laws provide also for mail 
votes or for a limited form of proxy voting. 


Voting in Person Preferable 


Voting by proxy is undemocratic. If it is used at all, no member 
should be allowed to vote for more than three other members. 
Otherwise it will become possible for a small group of members 
present at a meeting to decide actions and elect trustees against 
the vote of the majority present. This violates the cooperative 
principle of democracy and leads to an unhealthy condition. 

Voting by mail is not generally desirable. A mail vote repre- 
sents the decision of a member who has not had the benefit of open 
discussion at the meeting. Even if the members who took the 
trouble to come to the meeting and discuss a particular matter 
should come to a unanimous agreement, they might be outvoted 
by a large mail vote of less well informed members. At best, 
mail voting is a poor substitute for voting in person. It is better 
avoided unless it is required by law or by reason of special cir- 
cumstances. 


Members’ Meetings 


Good bylaws contain clear instructions as to how members’ meet- 
ings shall be called, what notice must be given, and when and 
where the annual meeting is to be held. There should be a pro- 
vision making a special members’ meeting mandatory if it is 
requested by a petition of a number (usually 10 percent) of the 
members. 
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Members in Control 


The bylaws also state the minimum number of members who must 
be present at a meeting in order to make its actions legal. This 
is called a quorum. Such a quorum should not be less than 10 
percent of the members in a small co-op (under 500) and not less 
than 50 members or 5 percent in a larger co-op. Otherwise, it is 
difficult to assure adequate membership control. 


Electing Trustees 


All matters are decided by a majority vote, unless a larger vote 
is required in the bylaws or by the State law for certain matters. 

For the election of trustees, the bylaws require a secret ballot 
so as to prevent the intimidation or embarrassment of voters and 
to facilitate a truly democratic election. They also provide a 
clear-cut and democratic procedure for nominations of trustees 
in advance of the meeting, in addition to nominations at the meet- 
ing, so that the voters may have ample time and opportunity to 
inform themselves about the candidates. There should always 
be more candidates than the number to be elected, so that the 
members can exercise some choice. 

In the case of an REA co-op with a large membership extend- 
ing over several counties, the bylaws might properly provide for 
districting, with candidates for the board being nominated at dis- 
trict meetings and elected at the annual meeting. Any board 
interested in this plan may obtain detailed provisions from the 
REA legal staff. 


Trustees and Officers 


The number of trustees making up the board should be specified 
in the bylaws, also their term of office and formal qualifications. 
Anyone who is not a member and a bona fide resident in the area 
served, or who is in any way connected with a business competing 
with the electric co-op or selling electrical or plumbing equipment 
or supplies to it or its members on a profit basis, should be excluded 
as a candidate. The prohibition does not apply to directors of 
purchasing co-ops. 


Avoid Involvement in Politics 


It is also desirable to keep an electric co-op free from involvement 
in politics by providing in the bylaws that no one may be a trustee 
who holds, or is a candidate for, an elective public office which 
pays a regular salary. Such a rule may be modified so that in a 
county-wide REA co-op it will not apply to township officials or, 
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in a co-op including a number of counties, it will not apply to 
county officials on a nominal or per diem compensation. 


Trustees Can be Removed 


A recall provision making it possible for the members to remove 
any trustee for cause and provisions for filling vacancies on the 
board are also necessary to democratic member control. Fur- 
thermore, co-op bylaws should prevent the paid employment of 
trustees or their relatives except in emergencies, unless such paid 
employment has been specifically approved by the membership. 

The bylaws require regular monthly board meetings and spec- 
ify the required quorum and the procedure for calling a board 
meeting. They enumerate the officers to be elected by and from 
the board and should require the use of the secret ballot in such 
elections. They specify the terms of office, procedure for remov- 
ing officers and for filling vacancies, and the functions and respon- 
sibilities of each officer. They should also provide for the 
employment of a paid manager, for the bonding of all persons 
handling funds of the co-op, and should require detailed annual 
reports from the officers to the members on the business and con- 
dition of the co-op. 


Miscellaneous Provisions 


There should be a clear statement of the board’s powers and 
responsibilities regarding the disposal and application of net 
earnings, and of the rights of the members to determine the use 
of any net earnings not required for the safe operation of the 
enterprise or the amortization of its financial obligations. It is 
important that a provision be included limiting the power of the 
board to dispose of the co-op’s property without approval of the 
membership. 

Other provisions contained in adequate bylaws concern the offi- 
cial seal of the co-op, the making of contracts, the depositing of 
funds and the issuing of checks, the official business year of the 
co-op, the right of the board to make regulations supplementary 
to the bylaws, and other miscellaneous matters such as a require- 
ment that the co-op may not become a member of another organi- 
zation without an affirmative vote of the membership. 

The last provision in the bylaws deals with procedure for 
amending the bylaws. Good bylaws provide for amendment only 
by a vote of the membership and only after the members have 
been notified of the proposed amendment in advance of the meet- 
ing at which it is to be acted on. 
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Of the People—By the People 


By way of summary we might say that the bylaws should be so 
worded that final control in all matters rests with the membership 
but that sufficient powers are given to the board of trustees to 
enable it to operate the enterprise effectively in the interest of the 
members. 

Any board that is satisfied with bylaws which prevent the mem- 
bers in any way from exercising full democratic control, or permit 
the board to perpetuate itself and to ignore the wishes of the 
membership is not worthy of the trust and confidence of the mem- 
bers. Such a board will not only keep the enterprise from be- 
coming a successful cooperative but will sooner or later get it into 
serious difficulties. A conscientious board takes pride in having 
the members adopt good cooperative bylaws and in living up to 
the spirit of such bylaws. 

REA has by now a broad experience with bylaws and their 
workability. Any board contemplating the amendment of bylaws 
should consult with REA before submitting definite recommenda- 
tions to the membership. Sometimes a proposed amendment may 
conflict with the law, or it may need to be reworded for the sake 
of clarity, or its intended purpose may be obtained more effec- 
tively by a different approach to the problem. Making use of 
REA’s advisory service in this connection is the best means 
of avoiding future complications. 
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Chapter 3 


BOARD MEETINGS 


To perform its administrative and supervisory functions prop- 
erly, a board should meet once each month regularly. If it meets 
less often, it will not be able to keep in proper touch with oper- 
ating problems. 

Special meetings between regular board meetings should be 
the exception rather than the rule, since the board is not expected 
to carry on the day-to-day management. They are usually neces- 
sary during the organization period because there are many 
things to discuss and to act upon in a short span of time. After 
that, special meetings should not be needed except for dealing 
with important situations which cannot or should not be held 
over until the next regular board meeting. It is assumed that 
the board will so organize its work that all current matters can 
be disposed of at the regular board meeting. 


CONDUCTING A BOARD MEETING 


A board meeting of an REA co-op is not like an informal gather- 
ing of neighbors. 

It is a business meeting of duly elected trustees charged by 
their fellow members and by law with powers and responsibili- 
ties of grave importance. The deliberations, attitude, and actions 
of the board will to a great extent determine the success, or lack 
of success, of the electric co-op enterprise. 

It is therefore essential that board meetings shall be conducted 
in a business-like way and that at least the basic parliamentary 
rules shall be observed. However, an REA co-op board meeting, 
consisting of a small group of persons generally well acquainted 
with one another, obviously need not take on the solemnity and 
formality of a State legislature. 

Anyone who is to act as chairman of a board meeting needs to 
know the fundamentals of parliamentary procedure. A state- 
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ment of the functions of a chairman and a simple explanation of 
the rules of order applicable to REA co-op meetings will be found 
in the last section of this booklet. Careful study of these rules 
and practices will help all trustees in the intelligent performance 
of their duties. 


LAST MEETING OF OLD BOARD 


Immediately after a new board has been elected, or at any rate 
before the new board holds its first meeting, the old board is 
expected to hold a short meeting for the purpose of winding up 
its business. No new business is considered at that meeting. 

The usual procedure is to approve the minutes of the last pre- 
vious board meeting and to make sure that the board’s affairs and 
records are in good order so that the new board can take over 
without confusion. After turning all of its records over to the 
manager, the old board adjourns “sine die,” which means that it 
will hold no more meetings thereafter. 


FIRST MEETING OF NEW BOARD 


The newly constituted board should hold its first meeting as soon 
as possible after a members’ meeting at which trustees have been 
elected. The best time is generally right after the last meeting 
of the old board which follows the adjournment of the members’ 
meeting. 

Any trustee may call the meeting to order and call for the elec- 
tion, by voice vote or show of hands, of a temporary chairman to 
serve until the permanent president and chairman has been 
elected. The temporary chairman then appoints a temporary 
secretary. It is very desirable that every member of the new 
board be present at this first meeting. If several are missing, 
it should be adjourned to a time when virtually all can be present. 

If all of the old trustees have been reelected and there are no 
newcomers on the board, the meeting can proceed at once with 
the election of officers. But if there are any new trustees, it is 
advisable first to devote a little time to getting acquainted. This 
is done best by the temporary chairman asking each trustee in 
turn to say a few words about himself, his daily work, his com- 
munity interests, his ideas about the REA program and his under- 
standing of the functions which the board of an REA co-op is 
expected to perform. Unless the trustees know one another’s 
attitudes and capabilities, it is difficult for them to choose officers 
wisely. 
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Election of Officers 


To be elected an officer is both an additional honor and an addi- 
tional responsibility for a trustee. Any member who allows him- 
self to be elected as trustee is expected to accept and fulfill any 
office to which his fellow trustees elect him. 

The board owes it to the membership to choose officers care- 
fully, with due regard to the duties of each particular office. Itis 
generally not desirable to have the same person hold the same 
office year after year. Unless there is some rotation, the co-op 
will become too independent on particular individuals and will have 
no reservoir of experienced members on which to draw when a 
change does become necessary. Occasional infusion of “new 
blood,” not only in board offices but in the board itself, is desirable 
from the standpoint both of efficiency and democratic functioning. 

Any board which takes its responsibilities seriously will not 
adopt a motion to “reelect all former officers unanimously,” even 
if all former officers have been reelected by the members as trus- 
tees. Each officer, beginning with the president, should be elected 
separately by secret ballot. 


Ballots are Secret 


The most democratic way of selecting officers is to use the secret 
ballot both for nomination and for election. This is not feasible 
in a large gathering but it will not take up much extra time ina 
small body like a board of trustees. When the temporary chair- 
man calls for nominations for president (who will also be the new 
chairman), each trustee is given a slip of paper of uniform size, 
on which he writes the name of the trustee he desires to nomi- 
nate for president. The secretary collects these ballots and reads 
off the nominees. 

Then another secret ballot is taken, with each trustee voting 
for the nominee he considers the best for the job. If no one gets 
a full majority in this ballot, the two or three having received 
the largest vote are again voted on in a new ballot until one person 
has received a full majority. 

Another, less desirable, way is to have nominations made from 
the floor, by voice. Even in that case, it is generally advisable 
to have more than one nomination for each office. The election 
itself should be by secret ballot in any case. If there are more 
than two candidates for a particular office and no candidate gets 
a clear majority vote, another ballot is taken on the two top 
candidates. 
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Immediately upon election, the new president, as chairman, 
takes over the meeting. Then follows the nomination and elec- 
tion of the other officers, one at a time. In order to keep from 
overburdening any officer, it is generally advisable not to combine 
the offices of secretary and of treasurer. 


Duties of Board 


If there are no newcomers on the board, the meeting can at once 
proceed with routine business or adjourn until the next regular 
board meeting. If there are new trustees who are not thoroughly 
familiar with the functions and the business of the board, it is 
best to devote the balance of this first board meeting or a part of 
the next meeting to a full discussion of the duties of trustees and 
of each officer, and of the board’s relations to management and 
to the general membership. 

The superintendent or manager should be encouraged to take 
an active part in this discussion. If the board so desires, it may 
also invite former officers to sit in at such a discussion and to offer 
helpful suggestions. The purposes and functions of the chief 
committees should also be made clear, but the appointment of 
committee chairmen and members might be held over for the 
next regular board meeting. 

At this first meeting, every trustee should be required to give 
his personal pledge that he will, without delay, make a careful 
study of the bylaws, the Guide for Members, and this Handbook 
for Trustees, in order to be better prepared to fulfill his trustee- 
ship. Even a trustee who is already familiar with those sources 
of information will benefit by reviewing them conscientiously from 
time to time. 


THE TYPICAL BOARD MEETING 


The average board meeting probably will need not last longer than 
about 3 hours; provided that the business is planned in advance 
and the trustees give their full attention to it. It is generally de- 
sirable to have the regular board meeting on a day after the fif- 
teenth of the month, so that there is time for the trustees to 
receive and study the manager’s report for the previous month 
before the meeting. However, there may be other factors to con- 
sider in determining the most suitable meeting day. 

Preparation for the meeting includes: (1) A written report 
by the superintendent or manager; (2) a written report by the 
treasurer (with the assistance of the bookkeeper and the man- 
ager) ; (3) written reports by any committees expected to make 
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reports; (4) making up of agenda (order of business) by the 
chairman (with the assistance of the manager and of the board’s 
secretary). 


The Manager's Report 


At the end of each month, the manager should be required to pre- 
pare and mail to each trustee, for study before the board meeting, 
a report covering the month’s activities. To quote from REA 
Operations Memorandum No. 52: 

Such a monthly report should, in general, aim to give to each board mem- 
ber the financial and other facts necessary for clear, constructive, up-to-date 
thought about project affairs. More specifically, (1) during the period prior 
to energization, the report should keep the board informed from month to 
month of the progress of construction and of all matters (such as the need 
of additional easements and right-of-way, increased membership, house wir- 
ing, etc.) which help or hinder the progress of construction, or which affect 
the future well-being of the project; and, (2) following energization, the 
report should bring to the attention of the board all developments of what- 
ever kind affecting the project as a going concern, including in greater or 
less detail, according to circumstances, the monthly operating data furnished 
to REA, and a readily understandable financial statement. 


A copy of the complete monthly report which the manager is 
required to make to REA should be available at the board meet- 
ing. This will enable trustees to obtain more detailed informa- 
tion on certain matters that may not have been covered so fully 
in the manager’s advance report to the board. 

A sample outline for a manager’s advance report, as applicable 
to an operating system, is included in Operations Memorandum 
No. 52. There may, of course, be other matters, besides those 
listed, which should be brought to the board’s attention in any 
particular month. 

The more complete the manager can make his advance report, 
the easier it will be for the board to take intelligent action at the 
meeting. Intelligent action, however, must be based on inde- 
pendent judgment and does not mean blind endorsement of any 
proposal made by a manager or trustee. It is, therefore, impor- 
tant for every trustee to study the manager’s report carefully at 
home at his leisure and to come to the meeting prepared to ask 
for specific further information on any matter which is not clear 
to him or which seems to require special attention by the board. 
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The Treasurer's Report 


In connection with the Revision of Insurance Memorandum No. 8, 
there was issued a Disbursement Procedure for REA Coopera- 
tive Borrowers which reads in part as follows: 

At each regular board meeting, the treasurer should be required to submit 
to the board for its approval a statement of all disbursements made during 
the previous month from all bank accounts maintained by the cooperative, 
together with receipts for all such disbursements, and the board shall satisfy 
itself as to the propriety of such expenditures before giving them its 
approval. The treasurer should also submit to the board for its considera- 
tion and approval detailed invoices and explanations of all unpaid accounts 


and such accounts should not be paid without the specific authorization of 
the board. 


A suggestion as to how this can be done without throwing too 
great a burden on the treasurer, is contained in the following 
paragraph quoted from Operations Memorandum No. 40 on Sig- 
natures to Checks: 

We suggest that the superintendent or manager mail to each director 
several days before each board meeting a list of all disbursements made by 
him and a list of all bills requiring payment together with any necessary 
explanations. If necessary, boards should pass a resolution to this effect. 
This will enable the directors to study these matters prior to the meeting. 
If the treasurer can arrange to meet with the superintendent a half hour 
before the meeting, to go over bills and receipts for disbursements made, it 
should generally take only a little of the board’s time to agree on the neces- 
sary approval of disbursements made and authorization of disbursements to 
be made. This consideration of financial matters should be among the first 
items of business. It should not be delayed until the directors are mentally 
fatigued. 


While responsibility for the preparation of the financial report 
can be delegated to the manager, responsibility for its correctness 
rests upon the treasurer as a trust officer. The board looks to 
the treasurer for assurance that the financial affairs of the co-op 
are in order. 


Committee Reports 


It is a sound policy to request every committee to present any 
report, or at least a summary of it, in written form, so that it can 
be made a part of the minutes. Otherwise, it is difficult for the 
board to have a permanent and continuing record of committee 
activities for future reference. 
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Order of Business 
The following order of business is recommended for board meet- 
ings of REA co-ops: 

1. Calling meeting to order, taking roll call and establishing 
presence of quorum. 

2. Proof of giving of notice or accepting waiver of notice. 

3. Reading of minutes of previous meeting, and correction and 
approval of same. 

4. Manager’s monthly report and discussion by board of any 
special matters in connection with it. 

5. Treasurer’s report and board approval of bills to be paid. 

6. Unfinished business, held over from previous meeting, and 
committee reports. 

7. Taking in of new members. 

8 Communications from REA and other correspondents, 
including also complaints or suggestions from members 
and others. 

9. New business, such as discussion of plans for expansion, 
extension of work of committees, consideration of revision 
of bylaws, consideration of applicants for employment, 
etc. 

10. Adjournment. 


Anything likely to come up at a board meeting can be grouped 
under one or another of these headings. The detailed agenda 
can therefore properly follow this outline. In preparing the 
agenda for a meeting it is important to go through the minutes 
uf the previous meeting for any old or unfinished business or any 
special assignments that should be placed on the agenda. 

If at any meeting there are matters of particular importance, 
the chairman can always rearrange the order of business, with 
the approval of the board, so as to bring the most important mat- 
ters up first. It is a good practice to have enough copies of the 
agenda made so that every trustee can have one before him during 
the meeting. This generally tends to expedite the business of 
the meeting. 

Proof of notice or of acceptance of waiver is necessary for all 
special meetings. It is also necessary for those regular meetings 
at which business of an extraordinary nature requiring prior 
notice is to be acted upon, such as authorization for the execution 
of a mortgage or note, or for the borrowing of money. If no 
notice has been given, a waiver of notice setting forth the partic- 
ular matters, if signed by each trustee before the meeting goes 
into session, will satisfy legal requirements. 
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Keeping of Minutes 


It is necessary to keep an accurate record of every meeting of the 
board. This record is called “the minutes” of the meeting. The 
secretary is responsible for the completeness and correctness of 
the minutes. . 

If it is not practical for the secretary of an REA co-op to write 
up the minutes himself, there is no objection to letting a paid 
employee keep notes on the meeting and prepare a typewritten 
draft of the minutes for the secretary’s signature. But before 
the secretary certifies them as correct, he must make sure that 
nothing is incorrectly stated and that nothing of importance is 
omitted. In addition to the secretary’s signature, the president’s 
signature, indicating the board’s approval of the minutes, is also 
required. Minutes that fail to state clearly and fully what hap- 
pened at a board meeting will not only stamp the secretary as 
incompetent but are likely to cause needless confusion. 

The minutes should start with a statement of the kind of meet- 
ing (regular, special, or adjourned), give the name of the co-op, 
the place, date, and time of the meeting. They should state the 
names of the trustees present and the number of those not pres- 
ent, and whether those present constituted a quorum. It is not 
necessary but customary to mention separately any other persons 
present who took part in the meeting, such as the manager, proj- 
ect attorney, project engineer, contractor, an REA representa- 
tive, committee chairmen or other members, a manufacturer’s or 
dealer’s representative, a county agent, etc. 

If it is a special meeting, or a regular meeting requiring notice, 
the minutes must state whether proper notice was given or 
whether notice was waived according to law, and the special pur- 
pose of the meeting. A copy of the notice or the signed waivers 
of notice should be attached to the minutes. 

The minutes should also state whether minutes of previous 
meetings were read and approved at this time. If corrections 
of previous minutes are made at a meeting, it will be helpful 
to REA if the corrections are mentioned in detail, since a copy 
of the uncorrected minutes has probably already been forwarded 
to REA. 

In the case of every motion or resolution voted on, the minutes 
should state the name of the mover, whether it was seconded, the 
exact wording of the motion, and whether it was carried or lost. 
If the vote was by ballot, the number of votes received for and 
against should also be stated. If the vote was by roll call, it must 
be recorded who voted for and who against the motion. If there 
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was extensive discussion of the motion, the main points or argu- 
ments of the discussion should also be recorded. 

Any report presented at the meeting should be summarized in 
the minutes, or a copy of the report should be made a part of the 
minutes and should be filed with the minutes. In case of a lengthy 
report which leads up to one or more recommendations, it is often 
sufficient to record in the minutes merely the recommendations 
and whether or not they were adopted by the meeting. 

If the board authorizes the payment of any bills, the minutes 
should show the amount of each bill, what it is for, and to whom 
payment is to be made. If the bills are itemized on a separate 
sheet which is ordered attached to the minutes, only the total 
amount needs to be stated in the minutes. However, any payment 
made to any trustee, for whatever reason, should be itemized and 
explained in the minutes. 

Any letter read and discussed at a meeting, even though no 
motion resulted from it, should be identified and briefly summar- 
ized in the record. 

All special business, such as election of officers, must be 
recorded in sufficient detail to show whether or not all regulations 
have been complied with. The minutes should end with a state- 
ment of the time when the meeting adjourned. 

Forms of minutes for special purposes, and sample forms of 
resolutions on special matters, may be obtained from the REA 
legal division upon request. 

The best way to keep minutes is in a loose-leaf binder. There 
are special corporate minute books of that type on the market 
which also have an arrangement for holding a copy of the articles 
of incorporation and of the bylaws. If the minutes are typed 
on letter-size sheets, the insertion of reports, financial statements, 
etc., can be made easily and neatly. The minute book or journal 
should be kept up to date, with the minutes arranged chronolog- 
ically. It should be kept in the office in a safe place, but should 
always be available at board meetings. 

Any motions or resolutions adopted by the board which are of 
a regulatory nature should either be indexed or, preferably, 
brought together in a separate binder, for easy reference. 
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Chapter 4 


MEMBERS’ MEETINGS 


Much of what has been said in the preceding chapter applies also 
to business meetings of the members. Certain regulations con- 
cerning the calling and conducting of annual and special meetings 
of the members are contained in the bylaws. It is the business 
of the board to make sure that these regulations are complied 
with. 

If the annual meeting is not held on the date specified in the 
bylaws, or if for any reason it fails to accomplish the business 
which pertains to an annual meeting, it becomes necessary to call 
a special meeting to take the place of the annual meeting. A 
special meeting must be confined to the purposes stated in the 
notice of the meeting. Except for these restrictions, both kinds 
of meetings are subject to similar considerations and therefore 
need no separate discussion. 


PURPOSE OF ANNUAL MEETING 


The most important event on the calendar of any REA co-op 
should be its annual meeting. This is the time when officers and 
the management are required under the bylaws to make full and 
complete reports to the members on the condition of their coop- 
erative enterprise, how it stands financially, what was accom- 
plished during the past year, and what are the problems for the 
future. 

The board must be prepared to give a full account of its trus- 
teeship and to answer any questions which members may wish 
to ask concerning the affairs of their enterprise. If there are, 
aside from committees of the board, any general committees on 
safety, membership, education, etc., reports from them are also 
in order. 

At the annual meeting the members elect trustees to serve on 
the board as their representatives. They also decide any other 
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matters which require action by the membership, such as amend- 
ment of articles of incorporation or of bylaws, approving or dis- 
approving policies made or recommended by the board, or what- 
ever else they, as the owners of the cooperative enterprise, want 
to consider. 


DATE OF ANNUAL MEETING 


The annual meeting should be held at a time of year when most of 
the members can readily arrange to attend it. This means that 
likely weather, road conditions, and farm operations should all 
be taken into consideration. If the bylaws specify a date which 
proves unsuitable, they should be amended in favor of a date that 
will encourage a better attendance. 

The annual meeting should not be held so close to the end of 
the fiscal year of the co-op that it will make the presentation of 
full reports on the previous year’s business impossible. If the 
annual meeting falls on a date more than 3 months after the end 
of the fiscal year, the annual report should be supplemented by a 
report covering the intervening period, so that the members will 
have reasonably up-to-date information on their co-op business. 


A SUCCESSFUL ANNUAL MEETING 


To be a real success, an annual meeting must be well attended 
by the members, offer an interesting and instructive program, 
avoid needless dragging and confusion, provide ample opportu- 
nity for the members to ask questions and to get them answered 
adequately, and accomplish all of its business in a truly coopera- 
tive spirit and in accordance with democratic procedure. Mem- 
bers will come away from such a meeting with a feeling that it was 
time well spent and that it will be worth their while to attend 
future meetings. 

Good annual meetings don’t just happen naturally. They must 
be planned with care, and the planning should begin several 
months before the date set for the meeting. Suggestions on how 
to plan and conduct an annual meeting effectively are contained 
in the mimeographed Revised REA Co-op Letter No. 3: Planning 
and Conducting the Annual Meeting. Copies of that letter may 
be obtained from REA. 


OTHER MEMBERS’ MEETINGS 


A wide-awake board will use every possible opportunity to build 
up the members’ pride in, and loyalty to, their REA co-op. 
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Annual and special business meetings are not the only occasions 
for bringing the members together. Every anniversary of the 
first energization of the co-op’s line offers an excellent opportu- 
nity for a general celebration meeting. Other good reasons are 
the energization of a new section of the line, the dedication of a 
new headquarters building, and any other occasion that signifies 
a definite step in the progress of the co-op enterprise. 

In each case, the program should be built around the special 
occasion. Besides providing recreation for old and young, it 
Should offer some feature that will keep the members aware of 
what has beén accomplished and of what may still be accom- 
plished through mutual self-help on their part. 
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Chapter 5 


GOOD MEMBERSHIP 
RELATIONS 


The greatest advantage an REA co-op has over a private power 
company is that its patrons are also its owners. But that advan- 
tage becomes actually a disadvantage unless the members are 
made aware of it and are encouraged to take an active interest in 
the affairs of their co-op. An uninterested membership lacks 
loyalty to the co-op, has no understanding of its problems, is not 
willing to go to any personal effort to make the enterprise succeed, 
does not appreciate the devoted efforts of board and management 
to provide efficient operation, but is always ready to blame the 
board if service is poor or operating costs run high. 

The responsibility for getting the loyal and active support of 
the members rests squarely and definitely on the board. If the 
members show little concern about their cooperative business, 
or refuse to cooperate with the board and management, it is a 
sure sign that both the board and the manager are at fault, 
regardless of what excuses they offer. The real reason is usually 
that the board has failed to take the membership into its confi- 
dence, that the members have not been informed of their rights 
and responsibilities, and that the management has not given them 
an opportunity to know what is going on. 

Keeping the members in ignorance leads to even worse condi- 
tions than apathy and refusal to cooperate. Uninformed mem- 
bers are an easy prey to all sorts of ugly rumors started or spread 
by persons who are unfriendly to the purposes of an REA co-op 
and the whole national program of rural electrification. Such 
people would like to see any local system torn by internal strife 
and distrust, with the object of destroying it completely as a 
consumer-controlled enterprise. 

There are several ways of keeping the members’ interest alive 
and of building good membership relations. In the previous 
chapter, it was indicated how the annual meeting and other mem- 
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bers’ meetings can be made to serve that purpose. Other ways 
of building a loyal membership include the issuing of a monthly 
house organ (news letter), getting a regular column into the 
county newspapers, organizing group purchasing activities, set- 
ting up an educational program for members with local study 
and discussion groups, a committee structure which offers every 
interested member a chance to be of service in some capacity, and 
the establishment of friendly and helpful contacts with other 
groups and organizations interested in the social and economic 
advancement of the rural community. 


THE NEWS LETTER 


Most REA co-ops, some 500 at present, issue monthly news letters 
or bulletins to their membership. Some of the most effective ones 
consist of only two or three sheets of mimeograph paper stapled 
together, with text on both sides of the paper. If the material is 
interesting to the members, an inexpensive bulletin will prove of 
far greater value than an expensive publication which lacks the 
personal touch and has to be supported by pages of advertising. 

A news letter should be entirely free from commercial adver- 
tising. Its sole object should be to acquaint the members with 
REA co-op activities and problems and to tell them about the 
many ways of using their electric service effectively. Articles 
and stories should be short and to the point. Occasionally, an 
entire issue may deal largely with one subject, such as an annual 
meeting or a membership drive, or a group purchasing plan for 
some type of home or farm appliance. But, in general, its sub- 
ject matter should be varied so that every member will find some- 
thing of special interest. 

Everybody likes to see his name in print. Therefore, it is a 
good idea to be liberal in the use of names. The farmer who 
fails to find his own name in an issue will be interested to see 
that of a neighbor, whether it appears on a list of new mémbers, 
or on an honor roll of members using more than 100 kw.-hr. a 
month, or in a story of a neighborhood discussion group meeting, 
or in a signed letter telling of the benefits the writer received in 
comfort, timesaving, or increased cash income by using a partic- 
ular electrical appliance. 

While the finai responsibility for editing such a bulletin should 
be left with one person who is thoroughly familiar with REA 
co-op affairs, such as the manager or one of his assistants, the 
gathering, selection, and preparation of the material may well 
be assigned to a news letter or publications committee which 
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might include one or more trustees, several other members, and 
perhaps a high school English teacher, or a county agent as 
adviser. The REA Information Division has gathered many good 
suggestions for use in news letters which it will gladly pass on to 
any interested REA co-op. 


THE EDUCATIONAL PROGRAM 


Education in cooperation and in the effective use of electricity is 
extremely important to any REA co-op, regardless of how effec- 
tive its business management may be. 

If the trustees set a good example by making themselves better 
informed about the cooperative movement, about the practical 
application of cooperative principles and methods and about the 
specific problems which enter into the building up of an electric 
co-op as a successful rural community enterprise, it will not be 
hard to get the members in increasing numbers to follow the lead. 


Cooperative education, as it applies to members, trustees and 
employees of an REA co-op, really means education of the rural 
community in the knowledge and practice of mutual self-help. 

It means learning how to put the human resources of the rural 
community to work in building up that community, both in a 
spiritual and an economic sense. 

It means finding out how you and your neighbors can do things 
together and, by helping one another, benefit yourselves and your 
community far more than by each striving to take advantage of 
the other fellow. 

It means specifically, learning how each member can best con- 
tribute to the success of his electric co-op so that it will really 
become an important factor in enriching the cultural and eco- 
nomic life of the community. Cooperative education is not a 
cut and dried affair. It is a joyful sharing of knowledge and 
experience among neighbors that leads to a fuller and richer life. 

All wide-awake farmers and farm women know that they did 
not stop learning when they left school. The three R’s were 
merely a foundation. The most important lessons we learn later 
in life when our minds are better prepared to grasp them. Only 
by educating ourselves all through life can we hope to deal intel- 
ligently with the many problems that face us constantly. No 
person with an active mind is ever too old to learn. Even our 
immediate world is now changing so rapidly that we can no 
longer understand it unless we study the changes that are taking 
place continually. 
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Objectives of Educational Program 


The educational program should be directed toward these five 
objectives: 

1. An informed membership which understands cooperative 
principles and methods, and their application to the affairs of the 
local REA co-op. 

2. A membership which understands the many uses of elec- 
tricity in the home and on the farm and has learned to use it 
abundantly for greater comfort, for better health, for saving of 
time, labor, and money, and for increasing farm income. 

3. Interesting every farm family near the co-op lines to become 
a consumer-member of the REA co-op and to take an active part 
in its affairs. 

4, Making the rural community conscious of the economic and 
social advantages it will gain from the successful development 
of an electric distribution system which is owned and controlled 
locally, by the consumers themselves. 

5. Enlisting the support and cooperation of the community, and 
of all governmental, civic, and educational agencies in it, for the 
purpose of making the REA co-op enterprise of the greatest pos- 
sible value as a factor in the social and economic improvement of 
the rural community. 


Educational Committee 


In an REA co-op, membership education is best carried on 
through an educational committee. There should be a central 
committee for planning the educational activities and for pro- 
viding study material and other assistance to local groups. In 
addition, there should be a local committee in every rural com- 
munity served by the REA co-op. 

The central committee can consist of up to 15 or 20 persons. 
Not all committee members need to be members of the REA co-op. 
The committee might well include as advisers a few civic leaders 
sympathetic to the co-op, such as a county or home agent, a Smith- 
Hughes teacher, a clergyman, a member of the school board, a 
school principal or superintendent, a woman farm leader. The 
chairman need not be a trustee but should be a co-op member. 
The important thing is that he (or she) must be a public-spirited 
person with leadership qualities who is able and willing to make 
the work of the committee effective. 

The educational committee should have an executive secretary 
whose job is to see to it that the educational program is carried 
out. This responsibility is best assigned to a paid staff member, 
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under the direct supervision of the manager. In any case, the 
person selected by the board to carry on and to coordinate the 
educational work should be a man or woman who understands, 
and wholeheartedly believes in, the national program of rural 
electrification and its importance to farm people. And he or she 
should be a person who has the desire and ability to help farm 
people understand the economic and social values to be gained 
from active participation in their local cooperative electric enter- 
prise and from a well-planned use of electricity. 

The local committees may vary in size. The local chairman 
should be a co-op member and a member of the central committee. 
He (or she) is the link between the local and the central commit- 
tee. The local chairmen should be free to make up their own 
committees from local co-op members and community leaders, but 
their selections should be subject to the approval of the chairman 
of the central committee. No persons should be invited to serve 
on such a committee who are not willing to devote some of their 
time and energy to its work without cash compensation. 


Activities of Educational Committee 


It is obvious from the objectives stated above that an educational 
committee can have a wide scope of activities. These will have 
to be developed gradually. The sensible thing to do is to start 
with the activities that fill the greatest need, depending on local 
conditions, and to add to them as rapidly as additional activities 
can be planned and leadership for them can be developed. 

While all educational activities should be planned and coordi- 
nated by the committee as a whole, responsibility for keeping the 
different activities going effectively can be divided among the 
members of the committee, by setting up a small subcommittee 
for each type of activity. The major activities should include: 

1. A survey of organized groups, educational, civic, and gov- 
ernmental agencies active in the area through which information 
on rural electrification can be made available to the community, 
such as farm organizations, women’s clubs, parent-teachers’ asso- 
ciations, Agricultural Extension Service, 4-H Clubs, Home Dem- 
onstration Clubs, grammar and high schools, vocational agricul- 
ture and home economics teachers, Future Farmers of America, 
libraries, churches, local newspapers, local radio stations, land- 
use planning committees, NYA leaders, Farm Security Adminis- 
tration, and any other governmental agencies. In each case, 
contacts should be established and a card record should be kept, 
giving helpful information, such as name and address of program 
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chairman or other leading person, regular meeting dates, location 
of meeting place, etc. 


2. A listing of persons who can speak before groups, under- 
stand or are willing to inform themselves on the REA program, 
and will volunteer occasionally to talk on some phase of the local 
REA program to their own group or to other groups in their own 
or in a neighboring community. Aside from the REA co-op 
manager, such a list might include one or more trustees, other 
active co-op members, Extension Service people, men and women 
farm leaders, educators, clergymen, etc. Every speaker should, 
of course, be supplied with correct information on his subject 
before taking on an assignment to speak. The responsibility for 
this should rest with the one person designated to carry forward 
the whole educational program. 


3. A circulating library for use of members, employees, speak- 
ers, and discussion leaders. Such a library should contain books, 
pamphlets, and other material on cooperative principles, history 
and methods, on the uses of electricity on farms and in the home, 
on general economic subjects of interest to farmers, and on the 
cultural and civic problems affecting rural life. 


4. The development of study and discussion groups among 
members and employees, on such subjects as safety education, 
study of cooperative principles and methods, study of farm and 
home uses of electricity, discussion of REA co-op problems, etc. 
Such study groups should be small (from 6 to 20 people), should 
consist of neighbors (both men and women) meeting in a home 
or school room for an hour or two, once a week regularly for 6 
weeks or longer, and should follow an outline which the group 
should agree upon at the first meeting. After each discussion 
meeting, the group can have a short social get-together, with 
refreshments, a few games, or other recreational activities. The 
United States Department of Agriculture has issued circulars and 
pamphlets on how to organize and conduct such group discussions. 
They can be obtained through your county agent or directly from 
the Department in Washington, D. C. 


5. The preparation of the monthly news letter and of other 
informational material can properly be the function of a publica- 
tions committee which is a subcommittee of the educational com- 
mittee. This same subcommittee can also prepare regular col- 
umns and special articles for local papers and arrange the mate- 
rial for radio programs. All of this work should, of course, be 
done in close collaboration with the management. 
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6. Special work with youth groups and public schools, stimu- 
lating the interest of farm boys and girls in rural electrification 
by means of debates, essay contests, poster projects, plays and 
pageants, construction projects (hotbeds, etc.), and practical 
experimentation. This requires the active cooperation of edu- 
cators and youth group leaders. 

7. If there is no separate, continuing membership committee, 
the members of local educational committees can also act as mem- 
bership committees by making visits to unserved families and 
explaining to them the nature and purposes of the REA co-op and 
how they can benefit from the use of electricity. Such neighborly 
visits by well-informed REA co-op members are most effective 
in helping prospects to make up their own minds. 

Another useful activity for local educational committees is to 
urrange a sight-seeing tour for several unserved families to one 
or two well-electrified farms where the prospects can see electrical 
appliances in operation and can get first-hand information 
regarding the benefits and the cost of operation directly from the 
user. 


OTHER COMMITTEE ACTIVITIES 


Committees on membership, on safety education, on publicity, 
and on public relations may be set up separately, apart from the 
educational committee. This is largely a question of leadership. 
If it proves difficult to find enough capable leaders who can act 
as chairmen of several independent committees and make their 
committees function effectively, it may be preferable to assign 
these activities to subcommittees within the educational commit- 
tee, relying on the central committee and its chairman and exec- 
utive secretary for keeping things moving. 


Choose a Committee 


One REA co-op, with the laudable intention of giving every co-op 
member a chance to serve on some committee, recently prepared 
a list of 25 different committees which has been sent to every 
member with the request to him to indicate, in order of prefer- 
ence, the three committees on which he is most interested to serve. 
In addition to the committees discussed above, this list includes 
committees on wiring guidance, brooder information, water sys- 
tems and water heating, farm refrigeration, feed-grinder infor- 
mation, electric motors, rate economics, testimonials and com- 
plaints, outages, and other subjects. 


34 


-umite loose oif 8 bc 

“mollnoitirtosta ort, absig. oF & 
bos arslg B99, 01g es ee . 
eiiipebisl bas “(- ods © } 


oo Minoo rial 
-ttorm ts ton oals mg e99t 
bas ilies? bergen Ob 8. 

bre qo-o0 ANTS onff 
vlroddgistr dare ee Haele 
ovitoefte Jzom ota 


of ai esettinrntios Thcaittloaas isoot ‘tot te tea | 
a0 ot eoilinkt bovisene feteves xt riot grilose-tigie g 
Issitdools 992 tao atveqeotg ot oterlw amrtal heitistes 
joenrtotnt bosdest tog neo bar Moiese mi i 
oft aot? isatib Naliwtego Yo teoo of bas etiiened ot 


SGisildud mo ohtesyhg oteitee ao snislesodsieoti sc 0 ese Hiramoc 
oid mort Tisae ~viseletaqse gir dea od warn asoktatihe Sildig A re { 
‘Gidershsoi to nohteonp # vigust ei eat soltininoa far Bioitporhs — 
top tteo ondw etsbeal sldeqss sgyose brit oo thyolhib prema e) | 
siedd ovlcin has yaottinweres. taobasqebai £ risToe “te ftonstsi gal hl 
micas of sidgrotery od very H ase Fou HO 
-timiios Inuciisoubs ot sivtiw reo Orlane oa ¢ dt Serene @ it 
rooxs bas axenisds ali bisettioneres Gidngs 1 got 
“gcivom agairit 


0-09 YI9v8 paiviy to nolttetat sldaat a ¥ .G 
 «hewsiystg viiusoor sottiownes oft £9 liegt 
Visve of tase mood ead doidw asotiininimos 
“16I91g to x9bto mi etesibni ot std of: deougotis mt Adie: 
‘SVI98 OF beactadei Jeom ai orl sists mo ase: : 
aobulogt Jet aisld ovoda Doeanoaih seedtoren 
“aye Ista woisorieted thoord somebiag 
“toini tehatrs-host iy cae 


-mo9 bits ona 


The idea is excellent and should encourage widespread member 
participation. But the problem with so many committees is to 
find enough active chairmen who can be depended on to keep 
them going, and to supervise and coordinate their activities so 
that they will yield useful results. A committee which does not 
function as it should, not only sets a bad example for others, but 
is a constant bother to the board and management whose time is 
too valuable to waste on prodding inactive committees. 


People Learn by Doing 


Occasionally, there will be need of special committees for special 
purposes, to act for a limited period until their particular objec- 
tives are gained, such as a planned membership campaign, a 
group purchasing program on a particular type of electrical 
equipment, consideration of a legislative or tax problem affecting 
the REA co-op, etc. In selecting the membership of such special 
committees, it may sometimes be necessary to choose persons 
active on other committees who may temporarily have to be 
relieved of those other responsibilities. 

People learn by doing. The widest possible participation of 
members in the committee activities of an REA co-op is desirable 
because, first, it builds understanding and support for the REA 
co-op, second, it fosters the spirit of mutual self-help, and third, 
it is the best way of making democracy work. 
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Chapter 6 


ACCOUNTING AND 
FINANCIAL PROBLEMS 


No business enterprise can be well managed without making use 
of an accounting system so designed that the owner or manager 
will know currently what the business owes to others, what others 
owe to it, how expenses compare with revenue, what the net worth 
of the business is, and whether it is in a position to meet its finan- « 
cial obligations. 

An REA co-op is no exception to this rule. As a matter of 
fact, it has even greater need of careful bookkeeping and account- 
ing than a business owned and managed by one individual and 
operating without borrowed funds. The members who supply 
the revenue and are the potential owners of the enterprise have 
a legal right to know how the business stands at any time. And 
REA, which has loaned 100 percent of the cost of construction, 
is charged by the Congress with the duty of keeping track of this 
investment, how it is used and how and when it will be paid back. 
Both the co-op members and REA look to the board and manage- 
ment for that information. The board, in turn, must make sure 
that the management keeps adequate records to provide the 
needed information. 


Employ a Competent Bookkeeper 


The uniform accounting system worked out by REA provides the 
basis for the collection of all necessary financial information. 
Trustees are not expected to learn to understand that accounting 
system in all of its details. That is the job of the bookkeeper who 
works under the direct supervision of the manager. However, 
the board should insist on the employment of a competent book- 
keeper. And trustees should learn to understand the details of 
the monthly reports which REA requires from every REA- 
financed system. 

These reports are on forms prepared by REA and filled in by 
the bookkeeper and the manager from the operating records. 
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They include an operating statement giving a summary of all 
revenues and expenses, a balance sheet giving a summary of all 
assets and liabilities, a break-down of operating statistics con- 
cerning energy sales and delinquent accounts, a break-down of 
the monthly pay roll. 

A study of these reports will give the board all the information 
necessary for a thorough understanding of the status of the enter- 
prise. The items listed on the operating report and in the oper- 
ating statistics also form the basis for the budget which the board 
and the manager should prepare before each fiscal year. 


THE BALANCE SHEET 


A balance sheet is a statement of financial condition, showing the 
assets and liabilities of a business and its net worth, as of a given 
date. The make-up of balance sheets varies slightly among 
different types of business. The form used by REA co-ops is 
readily understandable. 

The assets column lists the value of everything the co-op owns, 
even if it is not fully paid for, also any money it holds which 
belongs to members or is borrowed from REA or elsewhere, also 
any claims the co-op has against members and others. Assets 
are divided into four different groups: (1) Cash and temporary 
cash investments, (2) other current assets, (3) prepayments, and 
(4) fixed assets or long-term investments (clearing account and 
property account). 

Cash includes both cash on hand and cash in bank, from what- 
ever source. It includes any unused cash advances from REA, 
all cash reserves, all cash consumer deposits which are in liquid 
condition, and the value of any temporary investment of mem- 
bership funds or consumer deposit funds. 

Other Current Assets includes all money owed to the REA co-op, 
payment of which can be expected currently. These items are 
classified as accounts receivable and notes receivable. It also 
includes materials and supplies on hand, such as extra meters, 
transformers, office supplies, etc. 

Prepayments includes that portion of any payment made for 
insurance, interest, etc., which covers the period after the date 
of the financial statement. In other words, it refers to advance 
payments. 

Fixed Assets includes such items as pole-line systems and sub- 
stations, generating plants, headquarters improvement, and 
heavy equipment. 


37 


{ls to yismimue & gaivig inoometate tere a8 abut 
ils to vraciniwe s gaivig toode sonelad ! 
-Noy 2oiteiisie guitersgo to i 4. 22 os i. | 
io awob-alsotd « ,2invosos taonpaifob bos golae ‘yarn gaimies 
| Mot ‘ae arin 
noitenrioltat ort lis bxeod odd ayig [fiw attoqs't 9 | 
~i9tn9 oi!) Yo autate ont to gribustaroban Aguot0 Pu CIBeAISE 
~9qo ont ai bits troqos goitaxeqo ont no ateil amati 3 eit | 
btsod ait dotsw toghud oft to? aizad at mvrot oals ‘a ‘ggide 
.189¥, Isveit dose ototed s1sco1g bisione sogsment odd bas 


TaaHe SOMASAG Sot 


oft guiworle .noitibrov [sisaeait to taemoteie e vi doodle eonalisd A 
novig s to as asiow don aii bas aeorntand « to eoisilidsil bas atoger 
gaome vylingila asitay atoorla sonslad lo qu-odert oT  od6b 
at ado-oo ANA vd beau mrt off .2eamiend Yo aequt dmetettib 
slishastexoban ylibset 
2awe go-ov gilt yaidtvrtove Yo oulev orld etail menuloo eisees ofT 
doidw ablod Ji yonom ys ole sot bigg vilut tom af 3 tf seve 
cals ronworls so ANA moit boworred 2] 10 eroceramt of agmoled 
etosaA .etodto bus exodmont tenisge aad qo-09 oft amish yas 
‘vistogmoet baa des (1) :savrrg duoisRib wot otmi bobivib ore 
bas eiaosryaqoiq (8) dozer inorio tedin (2) atmemiteevai deso 
hos tnndoe pra) altonmiteevini ormt-gnol to etenes boxit (4) 
. (teioses Vhisqoi1g 
-iadw mott saad at dago bar — no dass dtod asbusloni dan 
AWS imott esonevbe dees boeuaw was eebulont t1 sso moe tse 
hinpil ai o1n doidv etizogeb ismuenes deso ile zoviszet dase {In 
trent to dnepmesvai yistoqmot yee lo sulev edt bas ,woitibaos 
ebrut tigoqeb temimadoo to abut qidered 
.qo-09 ASL orlt ot bewo vorrom fle sabuloni eisaeb. insews0 vltO 
aie amnati sesd’l = ovlinsiiua bojesqxe) sd uso doidw Yo toemved 
oale i] .elcdavigoet aotom bas sidsvisost atmuocog as, beitiveslo 
wiotom stirs ag toga -bredeno aoa bas alsiretsar eebsloni 
ote 2silqqua soffte ,etoariotenati 
10% aban inomysg wor do aottiog tend! eobuloni ebovsseeygngga't’h : 
sinh ent solts boiteg ot axevos deiddw .ote jasteial eonesuent 
sonevbe of atoler ti ebtow vedio nt rattesdte isioagat ont Yo | 


-dve bos ameteys ontl-elog an amoti sit aobuloni assdeh| yee" 
bas tnemevorgeri atotisepbsed ataslq paitexeneg aooitsta 
jnomgivps Yveed 


ve 


The reason for separating current assets from fixed assets is 
that the former represent an easily realizable cash value and can, 
therefore, be taken into account in considering whether or not a 
business is in liquid condition. A business is “liquid” if it can 
easily meet all of its obligations as they come due. 


The Liabilities column lists everything the co-op owes. It is 
divided into: (1) Current liabilities, (2) money owed to members 
and applicants (as consumer deposits, unearned income, or con- 
tributions in aid of construction), (3) long-term debt. Although 
net worth is purely not a liability, it is entered at the bottom of 
the liabilities column because it represents the difference between 
assets and liabilities. 


Current Liabilities includes accounts and notes payable by the 
co-op, that portion of unpaid taxes or other annual payments 
which has accrued to the date of the balance sheet, any unpaid 
interest and principal due or past due on the REA loan or other 
debt, and any other short-term obligations the co-op has incurred. 


Money Owed to Members and Applicants includes all meter or 
consumer deposits, since such deposits are not the property of 
the co-op. Credits to applicants or members for labor performed 
or material furnished by them, and advance payments for service, 
insofar as they have not yet been redeemed or used up, also are 
listed in this group of items. 


Long-Term Debt represents the total unpaid amount owed by 
the co-op on outstanding loans at the date of the balance sheet. 
In the case of REA loans, it does not include, of course, any unpaid 
interest and principal already listed under current liabilities. 


Net Worth means the share or equity which the members jointly 
hold in their co-op enterprise or, in other words, that part of the 
value of the entire business which actually belongs to them. The 
original net worth consists solely of the membership fund. How- 
ever, if the membership fund includes any membership fees from 
applicants who have not been made members or who cannot obtain 
electric service, such fees are not the property of the co-op and 
must be considered a liability. If any portion of the membership 
fund is used up without resulting in corresponding assets, the 
net worth is reduced accordingly. As reserves are built up, the 
net worth increases. Any operating surplus increases it further. 

The net worth can never be more than the difference between 
assets and liabilities. If the liabilities are greater than the assets, 
it means that the co-op membership has lost all equity in the busi- 
ness by running up operating deficits. The only way an REA 
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co-op can build up its equity, and thereby its net worth, is to oper- 
ate in the black, with a large enough revenue to meet all operating 
expenses, build up required reserves, and amortize the REA loan. 
Every principal payment to REA means a corresponding increase 
in ownership by the co-op itself. 


THE OPERATING STATEMENT 


The operating statement is a comparison of revenue with 
expenses. If the revenue is larger than the expenses, the result 
is a net income. If the expenses are larger than the revenue, a 
loss or deficit results. 

The gross revenue includes amounts billed by the co-op for the 
various types of service rendered to all consumers as well as any 
other income earned during the accounting period. From it are 
deducted the total expenses to arrive at the gross income. These 
total expenses are only the operating expenses, without the financ- 
ing charges. They include all salaries and wages, the wholesale 
power cost, the cost of all supplies used and other expenses 
incurred for maintenance, operation, meter reading, office man- 
agement and transportation, any uncollectible accounts that are 
written off as bad debts, trustees’ fees and mileage, and the 
accounting period’s share of reserves for depreciation and taxes 
and of the cost of the various types of insurance. 

The net income is obtained by deducting from the gross income 
the amount of interest on loans which has accrued during the 
accounting period. This interest charge is properly a part of 
the expense of doing business. 

The net income is the surplus for the accounting period, unless 
a part of it has to be set aside for payment on account of the prin- 
cipal of the REA loan. In that case, the surplus is what remains 
after provision for the debt payment has been made. 

Almost every new business has to figure on some losses in the 
beginning. It takes time to get a business organized efficiently 
and it also takes time to build up a patronage large enough so that 
there is enough revenue to cover operating expenses. Not every 
REA co-op may find it possible to operate in the black from the 
very day of energization. But if the operating statements con- 
tinue from month to month to show a deficit, it is a sign that the 
enterprise is not making adequate progress and it may be that 
the board has failed to gain the confidence and whole-hearted 
support of the potential users of electricity in the area in which 
the system operates. 
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OPERATING STATISTICS 


Since practically all revenue of an REA co-op comes from the 
sale of electric energy to consumers, it is important to analyze the 
energy sales carefully from month to month. Such an analysis 
indicates to what extent the enterprise is succeeding in helping 
the rural community to put electricity to effective use. It also 
shows to the board and management the weak spots that need to 
be overcome in order to make the system of maximum benefit. 
The form prepared by REA provides for the following informa- 
tion, in the order listed but numbered differently : 

1. The number of consumers billed, broken down by farm, non- 
farm residential, and commercial consumers. 

2. The total kilowatt-hours sold, broken down by types of con- 
sumers as indicated above. 

3. The average kilowatt-hours used per farm and residential 
consumer, per commercial consumer, and the average for all 
consumers. 


4. The number of minimum bills, broken down by farm, non- 
farm, and commercial consumers. Items 3 and 4 show whether 
the farmer-members have learned to use electricity wisely or 
whether educational work is needed to help them see the value of 
greater labor-saving and productive use. 


5. The total billing, broken down by classes of consumers. 


6. The amount of the average bill, broken down by classes of 
consumers. 

7. A comparison of kilowatt-hours purchased and sold, indi- 
cating the amount of line loss; also the comparative cost of each 
kilowatt-hour before and after line loss. If the line loss is large, 
that fact points to the need of taking steps to reduce it, since 
heavy line loss raises the cost of energy unduly. 

8. A comparison of actually connected consumers with the 
number of consumers on which the feasibility of the line was 
based and the REA loan was made. 

9. The number of unserved families within 1,000 feet of the 
existing lines. Every REA co-op should make and maintain an 
accurate survey of these potential consumers which can be 
brought on the line at relatively little expense. These are the 
families on whom the co-op can for a time most effectively center 
its educational efforts. 

10. Services run but not connected. Unconnected services 
mean line loss and idle equipment which yields no return on its 
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investment. If the prospective consumer does not get ready for 
connection within a reasonable time, the idle equipment should 
be used elsewhere. But every effort should first be made to get 
him to connect, as the labor cost of installation and removal of an 
idle service is a dead loss to the co-op. 


11. A comparison between the number of miles stated in the 
loan contract and the number of miles actually energized. This 
indicates the degree of completion of the authorized system. 


12. The operating revenue per mile of energized line. This 
figure is significant as a rough indication of the degree of self- 
sufficiency which the system has reached. It should be compared 
with the cost per mile of operating the particular system. Oper- 
ating costs vary considerably between systems, depending on 
construction cost per mile, consumer density, wholesale power 
cost, operating economy and efficiency, tax rates, and other fac- 
tors. By taking these factors into consideration, each REA co-op 
can figure out the operating revenue per mile toward which it 
should work. 


13. The density per mile, which means the average number of 
connected consumers per mile of energized line, furnishes another 
rough indication of the ability of the system to pay out. If the 
members use electricity abundantly, an average density of less 
than three consumers per mile may assure adequate revenue. 

Of course, the possible maximum density is governed by the 
number of families living along the lines. If the system expands 
into a densely populated area, its potential density per mile is 
thereby increased. If it expands into a sparsely populated area, 
its potential density may become less. The final objective of 
every REA co-op should be full area coverage. That means the 
extension of service even to the sparsely populated sections just 
as rapidly as it can be done without endangering the ability of 
the system as a whole to pay out. 


14. The length of time during which the system has been in 
operation has an important bearing on the facts shown by the 
operating statistics. If the system was only recently energized, 
many shortcomings in operating results can be temporarily 
excused. But if it has been operating for a number of months 
and still makes a poor showing, the board and management have 
cause for serious concern. In that case, the board should work 
out definite plans with the manager, and perhaps with committees 
of the members, for coping with any situation that is revealed as 
unsatisfactory by the operations analysis. 
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DELINQUENT ACCOUNTS 


Delinquent accounts are one of the greatest potential threats to 
the financial success of an REA co-op system. The utmost care 
should be exercised to see that the delinquency is kept at a mini- 
mum at all times. If delinquent accounts are permitted to drag 
on until they become uncollectible accounts, they constitute finally 
an added charge against the current revenue. 

The board of trustees should establish a strict policy regarding 
delinquent accounts. Except in an emergency, it is a good rule 
to discontinue service to a consumer whose account has been 
delinquent for 30 days or more. If a member’s bill for service 
has not been paid by the date when the discount stops or the 
penalty becomes effective, a notice should be sent to that member 
stating that the service will have to be discontinued on the next 
meter reading date unless payment or a satisfactory written 
agreement for settlement has been made. If, at the end of that 
period, payment has not been made or arranged for, service to 
that consumer should be discontinued immediately and be restored 
only after satisfactory arrangements have been made for the pay- 
ment of all amounts which are then delinquent. 

In order to discourage delinquencies and to offset the cost of 
disconnecting and reconnecting, it is recommended to establish a 
“reconnect service charge” which should be collected before serv- 
ice is restored to the member. A charge of $2 will usually prove 
adequate to cover the expense. Habitually delinquent consumers 
should be required to put up a “consumer deposit” with the co-op. 
Such a deposit should not be less than twice the amount of the 
monthly minimum bill for that particular class of consumer. 

The superintendent should be instructed to follow up collec- 
tions of delinquent accounts closely and to make a report of his 
progress to the board each month. Quite frequently, trustees 
can be very helpful to the superintendent in the collection of delin- 
quent accounts, particularly if the delinquent member is a neigh- 
bor or acquaintance of a trustee. 


DEBT SERVICE 


The majority of the loans made by REA are on a 25-year repay- 
ment plan. The method of repayment of these loans is as follows: 

For the first 214 years after the date of the note, the interest 
on the funds advanced is accumulated and added to the face 
amount of the note. During the next 114 years the borrower is 
required to pay only the interest on the funds advanced. During 
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the fifth year of the note, payments are made monthly at the rate 
of $3 per thousand dollars of the note; during the sixth year the 
rate is $4 per thousand dollars of the note; during the seventh 
year the rate is $5 per thousand dollars of the note; from the 
eighth through the twenty-fifth year, the rate of repayment is 
$5.50 per thousand dollars of the note. These payments include 
interest and principal. 


Many Co-ops Make Advance Payments 


This method of repayment has been devised so that the borrower 
will not be burdened with repayments during the early years of 
the development of the system. Experience has shown, however, 
that many REA co-ops can and do make advance payments on 
the principal before the fifth year. As the revenue increases, 
the amount of payments increases. 

To be financially successful, the monthly gross revenue per 
connected consumer must equal or exceed the sum of : 

1. Monthly debt service (calculated on the average investment 
per connected consumer). 

2. Average monthly operating expense per connected consumer. 

The investment per connected consumer can be determined by 
dividing the total amount of the REA loan by the number of con- 
sumers receiving service. The average operating cost per con- 
nected consumer is arrived at by dividing the total average 
monthly expense of doing business by the number of consumers 
receiving service. 


More Consumers—Lower Cost 


As additional consumers are connected to existing lines, the 
investment per consumer is reduced, thereby reducing the amount 
per consumer that the co-op is required to earn in order to retire 
its debt. Additional consumers add very little to the cost of 
operation of the system. The major item is the cost of the addi- 
tional electric energy used by them. This means that the average 
monthly operating expense per consumer will also be reduced by 
the addition of new consumers. Obviously, a reduction in both 
operating expense and debt service requirements means a corre- 
sponding reduction in the amount of revenue per consumer 
required to enable the co-op to pay out. 

A calculation showing how the addition of any given number 
of new consumers will affect the average revenue requirements 
of the system can easily be made by the method indicated above. 


43 


Brereton ‘to radcaue, i vd evontiend + 


TS SUtreVet any vidirrosn, ofl 
Become venir 


Taamnpariog bejnaniros. sort oer ni 


ve Heainrileb sd ago oo 4 
-fod To t9dinuat odd Yl pene Yor | ‘ 
“109 t9q too gaitaisqo ogateve aT epson 


F & 
sf f 
ourteve iste) out ib who ds hoviers oe ade 5. 


tol 
dt dala Qaiteres: of hedosciniog aru B19 
davorag oii} grioubert higent de oe | 
erties of yolto mi anes oi hot 
Yo" tnoo elt ot oldtil yov bb eTenes 
-ibbs oft to t09 ont ak resth ont 
eystove off gedt anedin ald nee b 
vd booubet od cals flv renwenoo wsq sesegKe % 
fod si soitonbor s \viewoivd®' .erommenos weit 4 ) net 
-71t09 § sLeomn elaometigpsy soivise ddeb baa seis 
TOTMAMOD 19q. oun TET To pray a fe sean 
‘rodiuse wavig Li a oskt won gaiwor a a wo) oe ia . i } @ 
ajmonetiy “s if odd dosti Uiw aiortusnon wer lo Pate 
avods gol pry borlisny of Ww: 


oh 


ae 


It should convince any board of the importance of getting every 
family on existing lines to use the service of the REA co-op. 

It has already been pointed out that the sooner an REA co-op 
pays off its REA loan, the sooner it will come into full ownership 
of the electric system constructed with that loan. It is, there- 
fore, desirable for REA co-ops to use any surplus and reserves, 
in excess of current needs, for advance payments to REA. They 
will be credited as such and will thus provide a cushion against 
any period when, because of emergency expenditures, a co-op 
might find itself unable to meet its current debt service require- 
ments from current revenues. 


BUDGET PLANNING AND CONTROL 


Every business of any size finds it advantageous to operate on 
a budget basis. The farmer, too, has learned the value of plan- 
ning his expenditures carefully in advance, in line with his income, 
so that he can operate in the way that will yield the most satis- 
factory results. 

The bigger the business, the greater is the need of budget plan- 
ning and budget control. Without it, there is no telling whether 
money will be available for particular expenditures at a partic- 
ular time, whether expenditures for a particular purpose are 
running higher than they ought to run or higher than the busi- 
ness can afford, and whether the revenue can be expected to cover 
the total of the contemplated expenses. 

It is not difficult to make a workable budget that can be adhered 
to, provided that sufficient operating data are available so that 
the trend of the business can be judged fairly accurately. The 
data needed by an REA co-op for budget planning are those 
entered on the monthly operating statement and on the monthly 
operating statistics form. These forms also contain columns 
for comparison of estimated and actual accomplishments. 

Before the end of each fiscal year, the board should require the 
superintendent or manager to prepare a budget to cover the com- 
ing year. This tentative budget should be analyzed and discussed 
in detail by the board at one or more board meetings, and the 
manager should be required to explain and justify every item in 
the proposed budget. The more complete the past operating 
records of the co-op are, the more intelligently the board will be 
able to consider the manager’s estimates for next year’s budget. 
When the board has satisfied itself on all points and has finally 
agreed upon a reasonable budget, that budget should be adhered 
to unless and until later developments make a change necessary. 
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Consider All Important Factors 

In planning a budget, the first step is to determine the amount of 
revenue that may reasonably be expected. This requires an esti- 
mate of the average number of consumers that can be figured on 
for each month of the new fiscal year, and of the average revenue 
per consumer. The operating statistics show the current con- 
dition and indicate the existing trend. In making its forecast, 
the board will have to consider how much faster the present con- 
sumer density of the system can be increased and the average con- 
sumption per user can be raised by applying cooperative methods 
of education to prospects and to minimum consumers. 

The monthly expense statements are the basis for the forecast 
of expenses under the proposed budget. This forecast should 
take into consideration any contemplated pay roll increase and 
any expected increase in operating, maintenance, and overhead 
expenses. It must also take account of any interest and principal 
payments which will fall due during the year for which the budget 
is made. 

The annual budget should also be broken down on a month-by- 
month basis. That makes it possible for the board and manage- 
ment to compare actual and estimated income and expenses from 
month to month. By using this method of control, the board will 
know at once when operating performance falls below expecta- 
tions and can plan and apply any necessary corrective measures 
before much damage has been done. 

If the conditions on which the budget is based should change 
in any important respect during the year, budget revisions may 
be necessary. However, no budget revision should be made with- 
out good reason nor without full knowledge and approval of the 
entire board. 


THE ANNUAL AUDIT 


After the end of each fiscal year, a full report should be prepared 
showing the status of the REA co-op at the beginning of the year, 
its operations, changes in its financial condition during the year, 
and its status at the end of the year. 

Ordinarily, co-op enterprises will do well to have an annual 
audit made by an outside accountant who is not a regular 
employee of the co-op. However, in view of the auditing assist- 
ance and supervision provided by REA, it is not necessary for 
an REA co-op to go to the expense of engaging an independent 
auditing firm to make its financial report. 
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If the books have been kept correctly and up to date, and if the 
monthly balance sheets and operating statements are complete 
and reliable, the regular bookkeeper should be able to prepare a 
comprehensive annual statement with the help of instructions 
furnished by REA. Any errors that might slip in will be dis- 
covered and corrected later by the REA field auditors who will 
audit the books of each REA co-op at least once in the course of 
each year. 
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Chapter 7 


OPERATING PROBLEMS 


The board is not expected to have or to acquire expert knowledge 
of the technical problems involved in operating an electric distri- 
bution system. That is the responsibility of the paid executive 
whom the board engages to manage the enterprise. However, if 
the trustees go to a little effort to learn at least some of the ele- 
mentary facts and problems that have a bearing on the effective 
operation of the enterprise, they will be able to supervise the man- 
agement more intelligently and to give better support to its efforts 
toward operating the system as economically as is consistent 
with sound practice. It is the purpose of this chapter to point out 
some of the operating matters in which trustees should interest 
themselves. 


SELECTION OF EMPLOYEES 


The selection of a competent superintendent or manager is one 
of the gravest responsibilities with which the board is charged. 
The paid executive who runs the enterprise from day to day has 
more to do with its success or failure than any other single person. 
He should be selected exclusively on the basis of his qualifications 
for the job. Any other basis of selection must be considered a 
violation of the trust which the members have conferred on the 
board. The employment of any particular person as superin- 
tendent or manager is subject to REA approval during the life 
of the REA loan. 

The needs of REA co-ops vary somewhat, depending on whether 
a particular system is in the construction stage or completely in 
operation, whether it is large and can afford to hire various people 
for special types of work or whether its size and revenue are too 
limited to justify the employment of a good-sized staff. 

In general, a system superintendent engaged for the construc- 
tion period should be a good organizer and a tactful leader, cou- 
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pling initiative with the ability to get along with people and to 
enlist their active support. He should have at least the equiv- 
alent of a high school education and must, of course, be a person 
of good character. The more technical knowledge and practical 
experience in electric power distribution he has acquired, the 
better will be his chances of doing an effective job. 

An understanding of and sympathy for the REA program and 
for the cooperative form of enterprise is also very important. If 
he has had no experience in cooperatives, he should be required 
to inform himself on the history, principles, and methods of coop- 
eration and their application to the REA co-op enterprise. He 
must know good office procedure and must be able to organize and 
run the office so that it will function smoothly and efficiently. In 
addition to being a good executive, he must be willing and able 
to work hard himself and to do whatever is necessary to develop 
the system rapidly, soundly, and safely. 


A Going System 
The qualifications for the paid executive of a system completely 
in operation are similar, but adequate technical knowledge to 
operate the system safely and efficiently is an absolute essential. 
Previous practical experience in this line of work is, of course, 
highly desirable. 

No project superintendent should be considered for appoint- 
ment as manager unless he has demonstrated to the satisfaction 
of the board and of REA that he is really qualified to be entrusted 
with the full management of the particular system. 


Important Qualifications 


All other system employees should be hired by the superintendent 
or manager, not by the board. But the board may properly 
reserve the right of approval or disapproval and the right to 
determine all salaries and wages. 

It has been found a wise practice in the cooperative movement, 
not to give paid employment to trustees or their close relatives. 
Employment of such persons puts the board in a bad light with 
the membership and makes it difficult for the manager to exer- 
cise the proper authority over the staff. Without such authority 
he cannot be held responsible for the effective operation of the 
enterprise. 

All personnel should be selected on the basis of the qualifica- 
tions required for the particular job. In every case, however, 
these other qualifications should also be looked for—good char- 
acter, temperate habits, honesty, industry, thoroughness, ability 
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to get along with people, sympathy for the objectives of the co-op 
enterprise, and a willingness to learn to understand the coopera- 
tive idea and to apply it in practice. 


SAFETY MEASURES 


It is perfectly safe to use electricity for lighting, heating, retfrig- 
eration, and power, provided that a good wiring job has been done 
and that common sense is exercised in the use of appliances. 

But there is real danger of serious accidents in the business 
of constructing, operating, and maintaining high-voltage distri- 
bution lines. Every REA co-op board must face that fact. The 
only way to eliminate these dangers and to prevent accidents is to 
take all possible safety measures. This requires close coopera- 
tion between board and management. 


Safety Record Reduces Insurance Costs 


Accidents may result in the loss of lives, cause disruption of work 
routine, and be harmful to employee morale and to good public 
relations. Entirely aside from humanitarian considerations, a 
good safety record is an indication of operating efficiency and 
tends to reduce insurance costs which are a big item in the budget 
of an electric distribution system. It is false economy to try to 
save money by neglecting to take all possible safety precautions. 

Prevention of accidents to employees can be assured by: (1) 
Careful selection of qualified personnel and not allowing any 
employee to do any hazardous job for which he is not qualified, 
(2) provision of adequate tools and equipment and of suitable 
safety devices as recommended by REA, (3) making sure that 
such safety tools and devices are kept in good condition and are 
replaced whenever they become unsafe for use, (4) insisting on 
their use and on the conscientious application of suitable safety 
regulations, (5) systematic training of employees in safe prac- 
tices, at regular safety meetings held periodically during working 
hours. 

In connection with these measures, a careful study of all REA 
Safety Bulletins will be found of great help. These bulletins are 
based on actual accident reports among REA systems and are 
concerned with construction and operating conditions peculiar 
to rural electric distribution systems. The board should hold 
the manager definitely responsible for strict observance of all 
of these measures. 

In addition, no man who has not completed the Red Cross first- 
aid training course or its equivalent should be permitted to work 
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on a line crew. Practical training in the use of the prone pres- 
sure method of artificial respiration is particularly important for 
effective treatment in cases of emergency. 


Watch the Wires 


The board and management have a moral responsibility to do 
everything in their power to protect the REA co-op members and 
other rural families against accidents due to ignorance of the 
dangers of high voltage electricity. However, the high-voltage 
lines of an REA co-op are built along and across public highways 
and privately owned property. It is, therefore, not enough to 
confine safety education to the system employees ; it is also neces- 
sary to extend the safety program to all members of the co-op, 
and, as far as possible, to the entire population of the rural com- 
munity, whether members of the co-op or not. 

All members should be urged to report any line trouble at once 
to the REA co-op office, giving the nature and location of the 
trouble if possible. Fallen wires should never be touched, but 
should be guarded until a maintenance man has arrived. Trim- 
ming or felling trees near the lines should not be attempted except 
under the supervision of a qualified maintenance man. 

Constant warning should be given to children, through the local 
schools, on the hazards of kite flying around high voltage lines 
and especially on the use of string which may contain metallic 
substances, or which may have become wet. 

Moving farm equipment or pulling well casings under or near 
the lines and moving buildings under the lines have accounted for 
several fatal accidents. Such operations should be conducted 
with great care. In the case of pulling a well casing or of moving 
a building, the REA co-op office should be asked to send a mainte- 
nance man to supervise the work so that every precaution may be 
taken to protect both life and property. 

Every REA co-op should carry membership in the National 
Safety Council and should make constant use of its magazine and 
other publications, posters, instruction cards for linemen, and 
consulting service. | 

One of the best ways for an REA co-op to find acceptance as a 
progressive community enterprise and to establish good public 
relations is to take the lead in promoting and fostering community 
safety activities. Such activities include safety training courses 
in the schools, traffic safety campaigns, and cooperation with local 
newspapers by furnishing them with accident news and safety 
promotion material. 
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Encouragement should also be given to REA co-op members 
and their families, as well as all others in the community, to take 
the American Red Cross first aid training course so that, in addi- 
tion to becoming more safety-minded, they will be able to render 
first aid in cases of automobile accidents and other accidents 
which are far too frequent on the farm and in the home. 


WHOLESALE POWER COSTS 


Wholesale power costs are the largest single item of operating 
expense which an REA co-op must meet each month. It is, there- 
fore, of vital importance for every board and management to 
obtain the best possible wholesale power rate and to keep a close 
check on power bills. 

Power companies generally tend to draw up rather complex 
wholesale power contracts which may be difficult for even an ex- 
pert to understand in all their implications. For that reason, no 
REA co-op should let itself be talked into signing a wholesale 
power contract or agreeing to any change in such a contract with- 
out first submitting it to the REA Rate Section for a careful going 
over by REA rate experts. Failure to do so might prove an 
expensive matter to the co-op. 

The board should require the manager to make a frequent 
check of substation meter readings made by the power company 
and to analyze carefully every wholesale power bill. 


Equalize Consumption 


Many power contracts include a demand charge, which is based 
on the maximum amount of power used during the month. The 
reason given for this charge is that the power company must 
maintain generating capacity for this maximum demand, even 
if the average daily and hourly consumption is far below it. 
Where the demand charge causes an unreasonable increase in 
the wholesale cost per kilowatt-hour, the board and management 
should invite the cooperation of the consumers in working toward 
a more equalized consumption that will relieve the system of an 
unnecessarily high load at any one time. 

It is also important to begin negotiating for renewals or 
changes of power contracts several months before such contracts 
terminate. Otherwise the REA co-op will find itself at a disad- 
vantage in bargaining. Of course, even intended renewals with- 
out changes should be taken up with the REA Rate Section, as 
REA often finds it possible to give advice which will lead to a more 
satisfactory arrangement. 
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RETAIL RATES 


The consumer members of an REA co-op have a right to expect 
electric service at the lowest cost made possible by sound manage- 
ment. The retail rates recommended by REA to any: particular 
REA co-op are based on a careful study of that co-op’s particular 
situation. Factors entering into the determination are wholesale 
power cost, expected consumer density, cost of line construction, 
probable operating expenses, taxes, need of reserves, interest, and 
amortization payments on REA loans. 


Sound Business Basis 


Retail rates should be designed to encourage liberal use of elec- 
tricity. But they must be high enough to provide the revenue 
necessary to make the enterprise self-liquidating. The rate sched- 
ules prepared by REA rate experts are intended to satisfy both 
requirements. They take into consideration the different types 
of service, such as farm and home service, commercial service, 
large power service, and special types of service to meet special 
conditions. They provide for a progressive reduction in cost per 
kilowatt-hour as consumption is increased. 

The adoption and strict application of a definite rate schedule 
will prevent charges of discrimination and will be of great help 
to the management. Every board of a new REA co-op is urged 
to adopt in full the rate schedule recommended to it by REA. 

If the board should feel, after the schedule has been tried out 
for some time, that certain changes are desirable, it should take 
the matter up with REA before actually making any changes. 
REA’s wide experience in such matters may be helpful in protect- 
ing a co-op against ill-considered changes that might result in an 
embarrassing reduction in revenue, or in discouraging a liberal 
use of electricity, or in charges of discrimination. 


METER READING 


Consumers are generally required to pay each month for the 
electric energy used by them in the previous month. This neces- 
sitates a monthly reading of the consumers’ meters, calculating 
and making out the bills for service, getting the bills to the con- 
sumers, and collecting payment of the bills. The cost of doing 
this job for each consumer each month is a considerable item in 
the co-op’s monthly operating expense. It is, therefore, impor- 
tant to keep this cost as low as possible. 
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Self-Help in Meter Reading 

In a rural distribution system, where consumers per mile are few 
and far between, the reading of meters by system employees is 
much more expensive than in an urban system where little time 
is spent in going from house to house. This cost of meter read- 
ing can be greatly reduced by having the consumers read their 
own meters, mark the results on prepared post cards, and mail 
these cards back to the co-op office. 

REA has prepared a detailed description of this post-card 
meter-reading plan which is available to REA co-ops. Every 
board which has not yet adopted that plan should give it very 
serious consideration. Most REA co-ops are now using it, with 
excellent results. It not only means a financial saving to the 
co-op but also enlists more active participation by the members. 

There is a great deal of good in making members meter-con- 
scious. Those who have used less electricity than the minimum 
bill allows will be stimulated to make better use of the current. 
And those who have used more will be pleased to find how little 
it really costs to use electricity abundantly, both for convenience 
in the home and for greater economy in farm operations. 


PREVENTIVE MAINTENANCE 


When any REA system is completed and has been inspected and 
accepted, it can be assumed to be in first-class condition. How- 
ever, it cannot be expected to remain that way for long without 
constant looking after. Quite aside from the normal deteriora- 
tion and wear and tear, and aside from major damage sometimes 
caused by storms and other unusual weather conditions, all sorts 
of slight maladjustments are bound to develop. 


Patrol Your Lines 


If the lines are regularly patrolled and inspected, and if the little 
things are immediately taken care of, maintenance work will cost 
much less in the long run. 

Deferring maintenance until repairs become unavoidable often 
requires work at inconvenient times, causes excessive service 
interruptions, is more expensive, and may necessitate sudden 
large expenditures at a time when the cooperative is not finan- 
cially set to meet them. Preventive maintenance includes such 
matters as tree trimming, straightening of leaning poles, tighten- 
ing of guy wires, correcting excessive conductor sag, replacing 
loose insulator tie wires, tightening hot line clamps and connec- 
tors, testing line grounds, etc. 
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While proper maintenance is a function of the management, 
the board needs to be aware of its importance and should insist 
that the superintendent or manager assume full responsi- 
bility for keeping the lines in excellent condition at all times. 
An electric distribution system is more complicated than it might 
appear to the layman. Furthermore, rural distribution lines 
carry a higher voltage than is usual for similar lines in 
town. And REA line design requires high strength conductors 
to permit the long spans between poles which result in economy 
of construction. Any neglect in maintaining the lines in first- 
class shape may cause inexcusable hazards leading to accidents 
which will do the co-op no good in its public relations. 


Trees Cause Trouble 


Keeping the lines free from contact with branches or falling trees 
is an important factor in maintenance of a rural distribution sys- 
tem. Branches often grow rapidly in a short time. Even if 
they normally show what seems sufficient clearance, a strong wind 
or a heavy load of snow or ice may make a momentary contact 
with the line and cause an awkward service interruption. 


Trustees can be of very great assistance by aiding the manage- 
ment in obtaining necessary permission to trim or to cut trees 
which might cause trouble. Frequently, a neighborly visit from 
a trustee who stands high in public esteem will persuade a reluc- 
tant property owner. This is particularly important in the con- 
struction of new sections, since scant clearance from the very 
beginning requires continuous and frequent trimming which is, 
of course, a continual expense in the operation of the system. 

If there is considerable tree trimming or cutting to be done, 
trustees can sometimes save the co-op a good deal of money by 
helping to organize “tree-trimming bees” or parties among the 
members. Such cooperative self-help gives the members an 
opportunity to make a real contribution to their co-op. Such work 
should be done only under the close supervision of the manager 
and in the presence of a qualified maintenance man. Otherwise, 
it might lead to regrettable accidents. 

Interference with radio reception is not only annoying to the 
listeners, but is often a sign that the electric line is not in perfect 
condition. Trustees should urge their fellow members to report 
any unusual radio interference to the co-op management so that 
a maintenance man can check on the trouble and correct it, if 
possible. 
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The expense involved in locating and correcting the disturbance 
will very likely save future maintenance expense, since in many 
cases such odd radio noises are due to a tree branch rubbing 
against an electric wire which might eventually be burned by this 
contact, or to a leaking insulator which might soon go completely 
bad and cause an interruption of service, or to some other minor 
line trouble that might get worse if not attended to. Prompt at- 
tention by the maintenance crew to such reported radio inter- 
ference is an important part of preventive maintenance. 


OTHER MAINTENANCE PROBLEMS 


Pole identification and numbering, as recommended by REA, is 
essential to the economical and efficient operation of an REA 
system. It makes possible the immediate locating of a service 
interruption reported to the office and enables the office to tell the 
maintenance men exactly where to go. This helps to speed up 
the restoration of service. Furthermore, many dollars of oper- 
ating expense can be saved by the saving in time and transporta- 
tion resulting from the use of this simple but accurate pole mark- 
ing system. 

Putting REA co-op markers on all poles also makes it easier to 
identify the co-op lines. Every member, as user and part-owner 
of the system, will take pride in having the lines well marked, so 
that every passer-by will be impressed with the fact that here is 
a progressive rural community which believes in cooperative 
action to achieve economic improvement. Therefore, every REA 
co-op board should insist that the management arrange to have 
all poles marked even before the lines are energized. 


Avoid Service Interruptions 


Interruptions to service cannot be altogether avoided, but they 
should be as rare and as short as possible. Apart from the annoy- 
ance the members feel when the lights go out and the radio goes 
off suddenly, there is the possibility of financial loss to members 
who operate electric brooders or depend on electricity for some 
other important farm use. 

It is up to the board to caution the management against avoid- 
able shut-offs and against negligence leading to forced service 
interruptions. The board should also insist that necessary shut- 
offs be timed so as to cause the least inconvenience to the mem- 
bers, and that the members be informed in advance, so that they 
will be prepared for the situation. In the case of unavoidable 
service interruptions, trustees can help the management by 
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explaining to the members the reasons for the interruption. 
Much irritation and dissatisfaction can thus be avoided. 


Locate Lines for Permanence 


The moving of co-op pole lines because of road widening and 
changing programs can become a rather serious expense to an 
REA co-op. This is another matter in which a wide-awake and 
active board can perform a service of great value to the co-op 
enterprise, by keeping in close touch with the road commissioners 
of all counties in which the enterprise operates. 

Before any stretch of co-op line is built along a road, the board 
should find out whether any widening or changing of that stretch 
of road is contemplated. If any such plan is in the offing, it is 
usually possible to locate the line so that it will not have to be 
moved later. 

In the case of an existing line which has to be moved because 
of road widening, if the trustees can find out about the proposed 
widening well in advance, the manager can plan to move the line 
at a time when it is most convenient to the co-op staff. Sufficient 
advance notice may even make it possible to arrange for a volun- 
teer group of members to help in moving the line, thereby cutting 
down the cost of the job to the co-op. Of course, no inexperienced 
help should be used without deenergization of the line and con- 
stant, close supervision by a qualified employee. 

Whenever possible, pole lines along public roads should be 
built on private right-of-way. If it then becomes necessary to 
move a line because of road widening, the co-op board has a 
right to insist that the board of road commissioners reimburse the 
co-op for doing the job. 


IN CONCLUSION 


The trustees of an REA co-op have a responsibility whose impor- 
tance to the entire rural community it is impossible to over-esti- 
mate. In many communities, the REA co-op enterprise is the 
largest business owned and controlled by the people themselves. 
Rural electrification holds no end of possibilities for the improve- 
ment of rural living. To be entrusted by one’s neighbors with 
the guidance of so important an enterprise is an honor which 
should fill every trustee with a deep sense of obligation and a 
firm determination to show himself worthy. 

The success of the national rural electrification program is 
directly affected by the relative success of every local REA co-op. 
For an REA co-op to be successful means that it must be effective 
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both as a business and as a cooperative enterprise. It is, there- 
fore, important that the board shall make sure of competent tech- 
nical and business management. And it is also important for 
the board to do everything possible to make the enterprise func- 
tion as a real cooperative. That means an informed membership 
which cooperates wholeheartedly with board and management in 
building an enterprise of maximum service to the entire rural 
community. 
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APPENDIX 


Rules of Order 


Any business meeting of an REA co-op, whether it is a meeting of the board, 
or of some committee, or of the membership as a whole, must proceed in an 
orderly way if it is to bring satisfactory results. There are certain widely 
accepted rules for conducting such meetings. These “rules of order” are a 
part of that large body of practices which are grouped under the term “par- 
liamentary procedure.” 

The term itself indicates its origin. The English people, back in the thir- 
teenth century, forced King John to sign the Magna Carta, which was the 
English Bill of Rights. This led to the establishment of a national legisla- 
tive body, the Parliament, in which the common people as well as the nobility 
were represented. The Parliament drew up its own rules of procedure to 
which everyone had to stick, whether he was a nobleman or a man of the 
people. 

This “parliamentary procedure” was intended to enable the Parliament 
to carry on its business in an orderly way, without confusion and without 
tricks and favoritism. It provided an opportunity for everyone to voice his 
opinion, to have a thorough discussion on any matter before reaching a 
decision, and finally to arrive at the decision which was considered best for 
the public good. 

In the course of time, the original set of rules was added to as the need 
arose. The deliberations of our own Continental Congress during the Amer- 
ican Revolution were conducted according to British parliamentary rules 
much more elaborate than those of the Middle Ages. The Congress of the 
United States later officially adopted a modified version of these parlia- 
mentary rules as its own rules of congressional procedure. 

The “rules of order” used by fraternal and business organizations in 
America are based upon the more elaborate parliamentary procedure in 
effect in the United States Congress. One need not be an expert “parlia- 
mentarian” to conduct or participate in a co-op meeting, but one should at 
least have an elementary knowledge of these rules of order and their use. 

Besides making for orderliness of procedure, parliamentary rules are 
intended to protect the rights of the individual participant and of minorities 
at ameeting. At the same time, they are also intended to enable the majority 
to get things accomplished without unreasonable delay. The parliamentary 
rules of particular importance to REA cooperatives are easy to understand. 
Every trustee should familiarize himself with them and should see to it that 
they are applied impartially at all times. 


Function of Chairman 


It is up to the chairman of a meeting to see to it that the rules of order are 
applied democratically, without favoritism and without trickery, so that all 
important matters may receive adequate discussion and that the decisions 
made by the meeting shall reflect the careful judgment of the majority of 
those present and entitled to vote. The chairman must also be familiar with 
all sections of the bylaws that deal in any way with the holding of meetings, 
the voting rules, and the duties and rights of the membership. Otherwise, 
there is danger that actions taken at a meeting may not stand up under the 
law. 
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In addition to knowing the rules of order and the bylaws and being willing 
to apply them impartially, a chairman should also be an energetic leader 
who can keep the business of the meeting moving along without dragging. 
Whenever discussion has reached the point when a motion seems in order 
but no one volunteers to make it, the chairman may suggest the obvious by 
saying: “The chair is ready to entertain a motion that... (whatever the 
occasion calls for).” But the chairman himself cannot make a motion; he 
can only suggest that someone else do so. If someone trying to make a 
motion finds difficulty in putting it into suitable words, the chairman may 
make suggestions, but he cannot change the form of the motion without the 
maker’s approval. 


Common Sense Rules 


Fair Play. The chairman should be a moderator, not a dictator. He must be 
fair-minded above all. 


Avoid Confusion. Do not let more than one person talk at a time. The chair- 
man decides who is to have the floor. If several persons wish to talk on the 
same matter, each must await his turn; but each should be given his turn. 


Talking to the Point. The chairman should insist that members talk to the 
point, so as not to waste time. In fairness to others, he should not let anyone 
talk too long or too often on the same matter. Discussion of personal affairs, 
or of any other matters not concerned with the business of the meeting, should 
not be permitted while the meeting is in session. 


Talking Loud Enough. It is necessary for everyone (including the chairman) 
to speak loud enough for the entire meeting to hear what is being said. This 
is particularly important at a large meeting. If a person cannot be heard 
by everyone, the chairman should repeat at least the gist of what was said. 


Avoid Hasty Action. Decisions on important matters should be made only 
after all the facts are known and have been considered fairly. It is safer 
in most instances to delay action than to act in ignorance of the facts. How- 
ever, it is usually possible to have a small committee look into any particular 
matter of importance in advance of the meeting, so that the facts can be put 
before the meeting and intelligent action can be taken. 


General Rules 


Quorum. There must be a quorum present at a meeting before it can be 
opened for business. The necessary quorum for the particular type of meet- 


ing is specified in the bylaws. 


Start of Meeting. The meeting should be called to order at the hour set, or as 
soon thereafter as a quorum has assembled. 


Adjournment for Lack of Quorum. If no quorum can be assembled, those present 
must adjourn the meeting without transacting any business except that they 
may set a date for the reconvening of the adjourned meeting. 


Order of Business. At every meeting there should be an “agenda,” which means 
a list of the matters to be acted on, arranged in the order in which they are 
to be taken up. The agenda should be prepared in advance by the chairman 
in consultation with the secretary and the manager. Its general arrange- 


39 


gallitw gated brs or ont 

sobsol any ahbke: me od oale 
Jartiyn eth duorting ynols ne 
vabto ni amteen aoiion: 6 ned dmiog sd | 
ed aioivdo ost foowaira yeltt ragga Ft od 


want iso odd wbhtow oldsiive ofni di fags hy 
ont jatoddier moitonr Sit to cro? od? ognada Jomstas od: 


sla sens. 
of Jeune oH todaiath a Jom wotstabont a ad bluods — 


-tisds odT omit 8 ta lad noereq oxo aad? sros dof Jom ok se vA ah 
oft xo dist of deiw exontag fniovee TT rool oft ovad ot at ody. we al 
ated aid novig sd blyode dose ind :atut eid i tiawes deuce foee , oe 


ont of alle? exvadmont ded} faiant blgoda macntisde of -Anio®. af 
onoyere tof tom binode ork codto ot eeamsigt ml entid sinew pet 
etigthe lenocieq Te noimavoniT = c9Nam oman oft co 113350 00% 10 
bigoda gtiisom acid to rzonisnd orlt diiw banieono som exolégat 39. 

wolgase til at antitasca ait slidve batt : 


(xsertieds oft guibsloni) emoyzeve tot ytaeesoon at + edguond b 
aidT bisa gated ai Jadw tes of} gnilgoar acide alt tot fononts byol 
bused ed tonnes mozrsq 6 Th .grtitgem oyial 4 da dastzoqent yfie 
.bisa xew iesdw to det ort dana! ia teoqar bluode wemctiarls off onay 
- Yio abant sd blvorla eietient inatroqm, mo anolaisatl .acitsA ‘ ) 
tetee af 41 .ylrint Dotebiesos sas ovad baa) nwoml ste atost 9 
-woH .2tosl odf Yo sortmiortgi at tos of an dt noldos velob o} soot 
ssiveiiteg (ae otni deol sestienntod Hama ¢ ated of aldiauae ‘Glasia 
Jaq od men atost orf} tel? of pgccisoon oft To sonsvbes ti somaty 
Notaet od man coltes tavgilfotnt baw ent a tad 


adi m9 ti soled gaitesm's te jnszetq irtous & 4d) 


ie Pony ar 
~toomt to sqyi talsinidiag ont tot mirvomm CURA ESO, oat land acd any 
 awelyd ont at / 

an 10 Joe yuod od? Je tabto ot ballas of blvode gafiean sdf og 
-holdmsars ast mustogp & tA 1 


Sacvoney onor) ,boldmoges ed nao motoup on 1 biel . } 
yorld dade ag asoaitnd yim ge vert irish | 


one en dale ab-sobic oft nt houmerns , 
naortiards oft yd sonavba ai boraqosg of 
~ognarts leteneg BT srogecann alt bre 


03 


ment for a members’ meeting is indicated in the bylaws. Additional matters 
may be brought up at the meeting, except matters which, according to the 
bylaws, require advance notice. 


Voting Procedure 


To reach a decision on any matter to be decided by vote, a definite procedure 
must be followed. Briefly, this consists of three main steps, the making of a 
motion, discussion, and the voting itself. 


The Motion. Any member entitled to vote at the meeting may propose any 
action which can properly be taken by that meeting and concerns the affairs 
of the co-op. Such a proposal is called a motion. The chairman may rule 
a motion temporarily out of order if it is made at the wrong time according to 
the order of business. A motion may also be out of order for certain other 
reasons which will be discussed later. 


The member desiring to make a motion gets the chairman’s attention by 
raising his hand or standing up or calling: “Mr. Chairman.” When given 
the floor, he begins: “I move that .. .” and states his proposal as simply 
and clearly as possible. If the motion is in order, the chairman asks: “Will 
anyone second this motion?” and gives the floor to the first member wishing 
to do so. This member says simply: “I second the motion.” 

If no one is willing to second the motion, it is a sign that the meeting is 
not interested in it and that it would be a waste of time to discuss it and to 
vote on it. In that case, the chairman declares that “the motion is dropped 
for want of a second” and proceeds with other business. If the motion is 
seconded, it enters the discussion stage. 

At a large meeting it is desirable for anyone making or seconding a motion 
to give his name, as he may not be personally known to the secretary who has 
to keep the record of the meeting. 


Discussion. After a motion has been made and seconded, the chairman should 


say: “It has been moved and seconded that . . . (he should repeat the motion 
so that everyone can hear it distinctly) . . . Is there any discussion on the 
motion?” 


He should allow enough time for discussion so that all good reasons for 
and against the motion will get adequate consideration. This discussion 
period before a motion is voted on is extremely important. It is fundamental 
to the democratic way of doing things. If a chairman refuses to allow time 
for reasonable discussion before a motion is voted on, he quite properly lays 
himself open to a charge of “railroading” or “steam-rollering” which stamps 
him as a dictatorial or unfair chairman. 


Voting. There are two ways of bringing a motion to a vote. Normally the 
chairman waits until there is no further discussion and then calls for the 
vote. But if a discussion drags out too long and it seems that no new facts 
or opinions will be brought out by further discussion, any member may “move 
to close debate and vote on the question.” This request, if properly seconded, 
is not debatable and the chairman must at once let the meeting decide by 
voice vote or show of hands, whether or not the discussion shall be allowed 
to continue. If two-thirds of the voting members present are opposed to 
further discussion, then the chairman must call for a vote on the motion 
which was being discussed. 
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In certain cases, such as the election or removal of trustees and officers, 
the bylaws usually provide that the voting must be done by ballot, which 
means a secret ballot. This is for the purpose of permitting each member 
to vote according to his best judgment, without exposing himself to the ill- 
will of the rejected candidate or of his friends. 

Any member may also request a vote by ballot on any motion or resolution 
even if the bylaws do not require it. But since voting by ballot, particularly 
in a large meeting, takes up a lot of time, it should be used only in excep- 
tional cases when there is cause to fear that members might be afraid to 
vote openly according to their best judgment. The member desiring a vote 
to be by ballot says: “I move that the vote on this question shall be by ballot.” 
If his motion is seconded, the chairman must, without any further debate, let 
the members decide, by voice or by show of hands, whether or not they prefer 
to vote by ballot on the particular matter. A majority vote is sufficient for 
such a decision. , 

Whenever voting by ballot is not required, the usual method of voting is 
by voice. When the chairman is ready to put the vote, he should repeat the 
motion or have the secretary read it aloud, so that everyone is clear on it. 
This is particularly important if there has been considerable discussion since 
the time when the motion was first made. Then he says: “All in favor of 
the motion, please say ‘I’ (or ‘yes’).” After those in favor have voted he 
says: “All opposed to the motion please say ‘no’.”” Then he announces the 
result by saying: “The motion is carried” or “the motion is lost,’”’ as the case 
may be. 

If there is the least doubt as to whether the motion was carried or lost, he 
should take the vote again, but this time by show of hands, asking the mem- 
bers in each case to “Raise your right hand.” If the vote is still uncertain, 
he should ask the secretary and another officer to count the hands raised 
for and against. In case of a tie vote, the motion is lost unless the tie is 
broken by the chairman’s vote. 

In board or committee meetings, where the number is small, voting on 
important matters is sometimes done by “roll call.” The chairman asks 
each member individually to state his stand on the motion, and the vote of 
each is entered in the minutes, for permanent reference. But even where 
the roll call vote is not used, it is the privilege of any voter dissenting from 
the majority opinion to have his vote put on record in the minutes, for his 
own protection. 


The Chief Motions 


There are two general types of motions: Main motions and secondary 
motions. All of the motions here listed and discussed require only a major- 
ity vote to pass or “carry,” except where a different requirement is specifi- 
cally stated. 

Main Motions. A motion which is made when there is no other matter before 
the meeting is called a main motion. It is the most important kind of motion 
because it is made for the purpose of getting something done, but it is also 
the lowest in rank.. This statement may sound queer until the reason for 
it is explained. 

Secondary Motions. A motion that concerns the main motion on the floor is 
known as a secondary motion. Its intention may be to amend the main 
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motion, or to have the matter proposed in the main motion referred to a com- 
mittee, or to postpone or stop action on the main motion. It is obvious that 
such a secondary motion must be dealt with before the main motion is voted 
on. This explains the statement that the latter is lowest in rank. But it is 
also obvious that a secondary motion can be made only when there is already 
a main motion before the meeting. Therefore, the main motion is the most 
important kind of motion. 


Motion to Amend. If any member likes the general idea expressed in the main 
motion up for discussion, but wants the wording changed or added to, he can 
“Move to amend the motion by (adding, taking out, etc.) the words .. .” 
If such a motion to amend is seconded, it is then open for discussion and 
must be voted on before the main motion is again taken up. When the chair- 
man calls for the vote on a “motion to amend,” he must make it clear that 
the vote will not yet be on the acceptance or rejection of the main motion, 
but only on whether the members want the wording of the main motion 
changed or not changed before they vote on it. When the desired wording 
of the main motion has been agreed upon, the chairman can take the vote 
on the latter as soon as there is no further discussion. 


Motion to Refer. If any member thinks that the meeting does not possess 
enough facts or information concerning the subject of the main motion to be 
able to vote intelligently on it, he may “Move that this question be referred 
to . . ., with instructions to report at the next meeting.” His motion should 
state the person or committee, and, if a special committee, whether it is to be 
appointed by the president or by the board. A motion to refer can be applied 
only to the main motion under discussion. It is in order practically at any 
time before the vote is taken on the main motion itself. It requires a second 
and may be debated. If it is passed, the main motion is put aside but is made 
the first item of unfinished business at the next meeting. 


Motion to Table. This motion ranks above all other secondary motions, which 
means that it can be introduced even when another secondary motion is being 
considered. “To table’ means to put the main motion aside indefinitely 
without taking any action on it. This motion requires a second and it is not 
debatable but must be voted on at once. If it carries, it also does away with 
any further consideration of any secondary motion that may have been 
pending. A main motion which has been tabled may again be brought up 
for consideration at the same or a future meeting, but only at a time when 
no other motion is being considered. This can be done by a motion to “Take 
from the table the motion that .. .” 


Point of Order. If a member is convinced that the “rules of order” or the 
bylaws are being disregarded in an important particular, he may interrupt, 
regardless of who is speaking, by rising and saying: “Mr. Chairman, I rise 
to a point of order.” No second is required. The chairman must immedi- 
ately ask him: “State your point of order.” The member must then give a 
brief explanation of what he thinks is out of order, and why. If the chair- 
man is satisfied that the member is right, he says: “Your point is well taken,” 
and does whatever is necessary to correct the error. If he considers the 
member wrong, he says: “Your point is not well taken,” and drops the mat- 
ter. If the chairman himself is uncertain, he can refer the question to some- 
one better acquainted with the bylaws or with parliamentary procedure (such 
as the legal counsel, if he is present), or he can ask the meeting to vote on 
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the matter. If the member is convinced that the chairman’s decision is 
wrong, he can say: “I appeal from the decision of the chair.” If the appeal 
is seconded by another member, the chairman must put the matter to a vote. 
In case of a tie vote, the appeal is lost. 


To Withdraw a Motion. Sometimes, the maker of a main motion may become 
convinced that the action proposed is really unnecessary or undesirable. Or 
he may feel that it has become so confused or twisted by the addition of an 
amendment that his intended purpose will not be served by it. It is his 
privilege, at any time before the final vote on the main motion is taken, to 
address the chairman and say: “I desire to withdraw my motion.” If no 
one objects, the chairman declares the motion withdrawn. If the second or 
any other member objects, another member may “Move that Mr. (the maker 
of the main motion) be allowed to withdraw his motion.” This must be 
voted on without further debate. If a majority is in favor, the main motion 
is withdrawn. This leaves the floor open for anyone who wishes to make a 
new main motion on the same subject to take the place of the one withdrawn. 


Motion to Rescind. It happens now and then that an action agreed upon ata 
meeting is later found to be undesirable. If it is a matter that can still be 
remedied by reversing the action, the way to accomplish this is by a motion 
“To rescind (or appeal) the formerly approved motion that... (state the 
action which is to be rescinded).” Such a motion can be made at any later 
meeting by any member entitled to vote at the meeting. It requires a second 
and it may be debated. To carry, it requires the affirmative vote of two- 
thirds of those voting, unless the proposed repeal was mentioned in the notice 
of the meeting. In that case, a majority of those voting is all that is 
necessary. 


Motion to Reconsider. A motion carried (or lost) may be reopened for further 
discussion and consideration by a vote “To reconsider,” if this is done at the 
Same meeting in which the original vote was taken. Reconsideration may 
be particularly advisable if the original vote was nearly equally divided and 
it is felt that further discussion might result in greater unanimity of deci- 
sion. Any member who originally voted with the winning side has the right 
to make a motion for reconsideration. Such a motion requires a second. 
If a majority is in favor, the motion to reconsider is carried, regardless of 
what the voting requirements on the original motion were. Adoption of a 
“Motion to reconsider” means that the original motion is again before the 
meeting just as if it had never been voted on. 


Motion to Adjourn. This is another undebatable motion. It requires a second 
and the affirmative vote of a majority of the members present. 


Voting by the Chairman 


In an REA co-op, the chairman of any meeting at which business is to be 
transacted is generally a member of the co-op. As a member, he has the 
right to vote. But as chairman of the meeting, he has certain responsibil- 
ities beyond those of the ordinary member. He is expected to act as mod- 
erator and coordinator rather than as a partisan. It is up to him to make 
the democratic process work. To this end, parliamentary practice places 
certain limitations on the chairman’s exercise of his right as a member to 
participate in discussion and voting on a pending motion. 
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The chairman is not supposed to speak for or against a motion while he 
is in the chair. If he wants to take part in the debate, he should ask another 
member to act as chairman temporarily, so that the impartiality of the 
chair will be preserved. He can resume the chairmanship when he is again 
ready to avoid taking sides himself. When it comes to voting, the accepted 
practice is for the chairman to vote only under the following circumstances: 

1. If the vote is by ballot. In that case there is no reason why he should 
refrain from voting, since his vote cannot influence other voters. 

2. If his vote is needed because of bylaws’ requirements. For example, 
if a two-thirds vote of all trustees is required on a matter but cannot be 
obtained without the chairman voting. Of course, it is his privilege to vote 
for or against the motion, thereby helping to carry or to defeat it. 

3. If the name and vote of each person is to be recorded in the minutes. 
This is likely to be requested only at board meetings and only on matters of 
vital importance. In such a case, the members have the right to know where 
the chairman stands and the chairman has the duty to put himself on record. 

4. If his vote will either make or break a tie. But, of course, he has only 
one vote. He cannot vote twice on the same motion. 

Whenever it appears that a vote will be so close that the chairman’s vote 
will affect the decision one way or another, it is generally preferable to con- 
tinue discussion (provided the motion is one that permits discussion) until 
one side or the other has gained the support of more than a bare majority 
without any need of the chairman’s vote. Close votes may cause quarreling 
and disruption in an organization. The minority will yield to majority 
opinion with better grace if ample discussion has preceded the decision and 
if the deciding vote can show a comfortable margin. 
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The Future of REA Cooperatives Is Assured by the Active Interest 

Shown by Farm People of All Ages. The Typical Board of Trustees, 

Composed of Farmers Respected in the Community, Is Elected by, for, 
and from All the Cooperated Members. 
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The REA Program Is Nation-wide, but Its Success Depends on Individ- 
ual and Group Effort in Each Commvnity Whicy It Reaches. 
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REA Co-op Buildings of Pratical, Modern Design Symbolize the 
Ruggedness and Vitality of the Rural Electrification Movement. 


For the REA Cooperative Member It Is a Pleasure To Pay His Service 
Bill Promptly Because He Knows He Is Getting His Eelectricity at Cost. 
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As Community Leaders, Trustees Can E cation Along 
the Highway, in Community Buildings, and in Local Industries. 
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RURAL ELECTRIFICATION ADMINISTRATION 


